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Change is a topic of crucial concern to all organisations in the present 
turbulent business environment. Leaders are constantly faced with the 
challenge of determining whether environmental factors will exert pressure 
which may cause harm or change to the organisation. Some of the major 
challenges that accompany change include a) the constantly changing 
environment has created an unpredictable future as the marketplace has lost 
its predictability b) leaders that are not able to predict what type of change the 
organisation is going to be faced with c) the uncertainty around the outcome 
of change d) no clear relationship exists between the scale of the change and 
the scale of its impact within an organisation and e) the risk of failure. 
Therefore, in dealing with change the mindsets of the organisation’s leaders, 
regarding the complexity of change, are the most critical factor. 
In this context, the main topic expanded on in this study is that change in 
organisations requires leadership and leadership in turn requires certain 
competencies. Central to the concept of leadership and change is the 
leadership-followership relationship as leaders have to lead people through 
the change and the ensuing uncertainty. In order to do so successfully leaders 
need to have a set of competencies that enable them to lead people through 
change and uncertainty. 
The purpose of this study was to develop a framework containing a set of 
competencies required for the major change types. It compared the views of 
managers and employees, in the financial services sector, on the importance 
of those competencies as well as the degree to which managers display the 
competencies. Ten leaders participated in the qualitative phase of the study 
and 60 managers and 74 employees responded to the survey. The major 
outcomes of the study included the competency framework as well as the 
competencies where statistically significant differences between the 
managers’ and employees’ views on, a) the degree to which the managers 
display the competencies as well as b) the importance assigned to the 
competencies, were found. 
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1CHAPTER 1  ORIENTATION 
1.1. Background to the study 
The purpose of this chapter is to set the context for this study by giving a brief 
overview of leadership, competency and how these relate to change. This will 
form the basis for arguing that further research is needed to assist managers 
in their role as leaders who have to take people, specifically employees, 
through change and uncertainty. 
1.1.1. Introduction  
The intended scientific study is done within the context of post-apartheid 
changes and transformations in the economic environment.  It, specifically, is 
directed at leadership-followership interaction in the financial services sector 
of this country.  The study’s main objective is to assess the competency of 
South African business leaders in the financial services sector to lead their 
followers through profound change and uncertainty. A detailed explanation of 
the context of the financial services sector in South African is provided in 
section 3.4.5 of the thesis. 
Management experts agree that leadership could be the number one strategic 
concern of businesses in the 21st century (Lussier, 1997:391).  This is echoed 
by Kets de Vries (2001:1) who states that the effectiveness of an 
organisation’s employees who are in leadership positions will determine how 
the organisation will perform. This performance is impacted upon by the fact 
that organisations are finding that they are faced with a number of critical 
issues. These critical issues range from changes in societal values to changes 
in investor focus (Higgs, 2003:273). Peters (2003:21), for example, cites three 
critical challenges for the leader in the new era: 
 A new employee who moves from project to project, making his or her 
career up as s/he moves along with an appetite for change; 
2 A new breed of enterprise which is reducing its bureaucracy to almost 
nothing with a focus on being agile, innovative and entrepreneurial; and 
 A new social contract that encourages labour mobility and embraces the 
idea of a global village and change. 
As a result of these challenges mentioned by Peters (2003), leaders are 
facing challenges in implementing organisational change which is increasing 
in rate and complexity. They are also forced to focus on the impact of stress 
on employees that is aggravated by the increasingly volatile, competitive and 
complex business environment (Higgs, 2003:273). A reasonable deduction 
that can therefore be made is that leaders need a set of competencies that will 
enable them to deal with the new world of rapid change and its unique 
challenges. The skills that may have worked in a more stable environment are 
inadequate in the new era of uncertainty and rapid change (Marquardt, 
2000:233).
As the role of leadership is to ensure that the organisation is successful, it is 
imperative that leaders in the organisation understand how to interpret their 
roles and what level of competence they need in order to ensure that success. 
In a world of increasing complexity, meeting those expectations without a 
clear indication of what is required to meet them, can in itself be a daunting 
task.
1.1.2. Leadership 
Leadership defines what the future should look like and then aligns and 
inspires people to realise the vision (Kotter, 1996:35). In terms of 
organisations, it therefore refers to the process of influencing employees to 
work toward the achievement of organisational objectives (Lussier, 1997:391). 
It seems as if the alignment, inspiration and influence referred to by Kotter and 
Lussier are rooted in the human need for leadership (Kets de Vries, 2001:1). 
People want guidance about where to go and how to get there.
3The primary task of leadership is therefore to create a context that calls forth 
and taps into the emergent potential of the organisation (Pascale, 1999:195). 
In this context, Senge (1999:16) defines leadership as the capacity of a 
human community to shape its future and sustain the significant processes of 
change that enables them to do so. These processes of change place a 
significant burden on managers who now are expected to embrace the 
change-orientated attributes which will give them the ability to cope with 
uncertainty and become leaders, innovators and risk takers (Caldwell, 
2003:285). These change-orientated attributes refer to the competencies 
leaders need to display in times of change. 
Over the years various studies focusing on leadership (Robbins, and De 
Cenzo, 1998:389) have included: 
 Trait theories of leadership. These are theories that isolate characteristics 
that differentiate leaders from non-leaders; 
 Behavioural theories of leadership. These are theories that isolate 
behaviours that differentiate effective leaders from ineffective leaders;  
 Contingency theories of leadership. These theories focus on situational 
influences and the relationship between leadership style and effectiveness; 
and
 The modern schools of leadership which include: 
o Transactional leadership. This approach (Aalitio-Marjosola and 
Takala, 2000:148) refers to leaders who guide or motivate their 
followers toward established goals by clarifying role and task 
requirements;
o Transformational leadership. This approach (Stone et al, 2004:349) 
refers to leaders who inspire followers to transcend their own self-
interest for the good of the organisation and are capable of having a 
profound and extraordinary effect on followers ; and  
o Transcendental leadership. This approach (Sanders, Hopkins and 
Geroy, 2003:21) refers to leaders who recognise the internal force, 
spirituality, that compels leaders to act above ego and to be more 
concerned about an internal development that transcends realities 
as defined by the environment.
4This study will specifically focus on the three modern schools of leadership, as 
they describe the interaction between leaders and followers as well as give 
some consideration to change in the context of leadership. 
1.1.3. Competency  
The brief descriptions of the three constructs, competency, capability and 
competence discussed in this section, clearly shows that competency has to 
be studied in relation to capability and competence. These concepts are 
clearly distinct from each other, but have a very strong relationship to each 
other (Veldsman (2002), Brown and McCartney (2003), Rowe (1995), Stuart 
and Lindsay (1997), Jaques (1998) and Morden (1997)). Capability forms the 
platform on which competencies are built, and on which competence is built in 
turn.
Capability, which forms the foundation on which competencies are built, refers 
to the person’s ability to learn how to perform tasks (which he or she does not 
have the knowledge or skill to perform at present) in the future (Brown and 
McCartney, 2003:8). 
Lindsay and Stuart (1997:328) state that competencies are built up of smaller 
units or constituents which are termed elements of competencies. These 
elements are skills, knowledge, characteristics, traits and abilities. 
Competency is therefore an important dimension of management ability and 
the behaviour required for competent performance (Pierce, 1994:18).
Competence is concerned with the ability to demonstrate what has been 
acquired with its root being the fact that it looks back into the past and gains 
its value and legitimacy from its past time-value (Brown and McCartney, 
2003:8). In other words, competence is seen as the ability to demonstrate, in 
a task situation, a skill or knowledge previously acquired. Rowe (1995:12) 
defines competence as: “the skill and the standard of performance reached, 
which is a description of what people can do”. Competences therefore refer to 
the range of skills which are satisfactorily performed.
51.1.4. Change  
Change is about altering the current state within an organisation which could 
be caused by internal or external forces (Powell, 2001:17). Furthermore, 
change occurs on societal level, the level of the organisation as well as the 
level of the individual (Powell, 2001, Senior, 1997, Steiner, 2001). These three 
levels have a profound impact on each other. Society has an impact on 
organisations and organisations in turn have an impact on individuals within 
them. The reverse is also true in that individuals in organisations make 
decisions that have an impact on the organisation and the organisation in turn 
may have an impact on society (Wheatley, 1999, Espejo, 2004).
The thoughts of these authors are summarized in Figure 1.1 below. 
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Figure 1.1 The organisation as a system within society 
The diagram above suggests that: 
 The organisation does not exist in isolation, but is a system within society 
(the greater system); 
 The organisation interacts with society. It receives inputs from and gives 
outputs to society; and 
 The organisation is made up of interacting subsystems.  
6As illustrated by the diagram above, the organisation interacts with its external 
environment namely society. In order for leaders to steer their organisations 
into the future, they need to understand the dynamics external to the system 
in which they operate.  
The diagram also illustrates that the organisation is made up of interacting 
subsystems. Leaders therefore need to understand the system as there is 
very little possibility of reengineering it to do anything useful without that 
understanding (Harrington et al, 1999:56). This understanding includes the 
awareness of the existence of the interconnections and interrelationships that 
create complexity (Wheatley, 1999, Harrington et al, 1999). Leaders who are 
not equipped to deal with complex systems and who do not understand the 
nature and complexity of change may produce an unfair and dysfunctional 
organisation (Harrington et al, 1999, Espejo, 2004). 
From the preceding sections it is clear that leaders must understand their 
organisations and the environment that they operate in. The South African 
environment and organisations have however become more complex over 
time. The modern times we live in forces the South African leader to assist the 
organisation to adapt to the demands made by the environment in which it 
operates. Herein lies a few challenges:
 Understanding the dynamics within the system which is becoming 
increasingly complex; 
 Leading organisation through change; and  
 Planning for the future in an increasingly turbulent environment.  
Without understanding the system, leaders have very little hope of 
understanding how to adapt their organisations to meet the challenges 
brought about by the environment. How organisations respond to the 
environment depends on the internal resources and dynamics within the 
organisation and how leaders use these to steer the organisation through 
change.
7In facing the complexities brought about by change, the leader’s challenge is 
further complicated by the fact that organisations go through different types of 
change which implies that a generic approach may not be sufficient 
(Waldersee and Griffiths, 2004:425). Change is influenced by the environment 
which varies from stable to chaotic (Ghemawat et al, 1999:127).  As a 
consequence the types of change range from incremental to frame-breaking 
changes. Incremental change refers to fine-tuning, tweaking, linear or 
continuous change (Robbins, 1998, Dunphy and Stace, 1993), while frame-
breaking change refers to radical transformation (Booysen and Beaty, 
1997:9).
Furthermore, change can also be categorised as being behavioural or 
structural/technical (Waldersee and Griffiths, 2004:425). Behavioural change 
refers to the modification of relationships while structural/technical change 
refers to change in the design of the organisation’s structure or the 
modification of physical routines of jobs (ibid).
Leaders therefore have to be able to identify what type of change they are 
dealing with as well as understand what approach would be appropriate for 
each change type (Senior, 1997:215). 
The turbulent conditions within which organisations have to function today, 
demands that leaders instill in their organisations the ability to master change 
(Kanter: 1995:71). Furthermore, the strategy-style matching theory also 
suggests that the effective implementation of a strategy requires a manager 
whose style has strengths consistent with the competencies required by that 
strategy (Waldersee and Griffiths, 2004: 426). The theory therefore provides 
an indication of the potential importance of matching change type and 
implementation (Waldersee and Griffiths, 2004: 426). In this context Francis, 
Bessant and Hobday (2003:19) state that there has been insufficient 
exploration of the specific requirements of the management task during a 
transformational episode. Their studies suggest that a set of different 
distinctive new capabilities need to be acquired and “unleashed” to make a 
radical transformation. 
8Kets de Vries (2001:212) argues that wise leaders want to know what the 
implications of change is on their organisations and what kind of leadership 
competencies will be needed to address those implications. This needs to be 
seen in the light of the fact that the changes naturally have an impact on the 
employees in the organisation (Higgs, 2003:273). A key focus of those 
competencies should therefore be on how to lead the people through those 
changes.
An important element of leading people through change is having to deal with 
the uncertainty that comes with change. The uncertainty accompanying 
change has a few different implications which include: 
 The unpredictability of change in that it is not always easy to predict what 
types of change the organisation is going to face next (Grieves, 200:59); 
 The uncertainty around the outcome of the change (French, 2001:480); and 
 The unpredictable future created by the constantly changing environment 
(Rabey, 2006:77). 
It is therefore important for leaders to understand that leading people through 
change has as a consequence leading people through uncertainty toward an 
uncertain future. Planning for the future is therefore no longer a predictable 
process.
1.1.4.1. Planning for the future 
Jackson (2003:119) argues that managers have to accept that the long-term 
future of their organisations is inherently unknowable and that long-term 
planning is therefore impossible. He warns that long-term planning and the 
rigid structures that often accompany organisations are positively dangerous 
as an uncertain world requires flexible responses. Wheatley (1999:36) 
maintains that it is the relationship that evokes the present reality. Therefore, 
which potential becomes real depends on the people, the events and the 
moment. She therefore surmises that prediction and replication are 
impossible.
9Brown and Eisenhardt (1998:147) argue that the dilemma of strategy in the 
face of an uncertain, changing future involves balancing between the need to 
commit to a future while retaining the strategic flexibility to adjust to the future. 
Managers have to navigate the edge between today’s reacting and 
tomorrow’s planning by experimenting. They note that the most effective 
managers achieve the balance by straddling between the rigidity of planning 
for tomorrow and the chaos of reacting to today. Similarly Jackson (2003:118) 
purports that organisations should operate on the edge of chaos which he 
defines as the narrow transition zone between order and disorder. Wheatley 
(1999:21) argues that instead of the ability to analyze and predict, we need to 
know how to stay acutely aware of what is happening now and we need to be 
better, faster learners from what just happened. She argues that agility and 
intelligence are required to respond to the incessant barrage of frequent, 
unplanned changes. Wheatley (1999:37) purports that there is no objective 
reality out there and that our future remains uncreated until we engage with 
the present and that through engagement in the moment, we evoke our 
futures. Jackson (2003:115) argues that social systems are not just complex 
adaptive systems bound by the fixed rules of interaction of their parts, but 
rather that they are complex evolving systems that can change the rules of 
their development as they evolve over time. 
Keene (2000:16) argues that disorder plays a key role in the creation of new 
and higher forms of order. She argues that the space of complexity is that 
state which the system occupies which lies between order and chaos. It, she 
purports, is a state which embraces a paradox as it is a state where both 
order and chaos exist simultaneously. This is the state in which maximum 
creativity and possibilities exist for the system to realize and explore. In this 
context Espejo (2004:684) states that a social system develops an 
organisation capable of creating and producing its own meanings.  










Figure 1.2 Planning for the future 
The diagram above illustrates that: 
 The organisation needs to find the balance between order and disorder 
which is described as complexity or the edge of chaos; 
 The organisation needs to be agile, be able to learn fast and be intelligent 
in order to deal with the complexity; and 
 The organisation evokes the future by its own actions. 
From the above it is clear that leaders need to find the balance between 
responding to a chaotic world and planning for the future. It also seems clear 
that in order to survive organisations must become agile as an uncertain world 
requires flexible responses. This is affirmed by Clayton and Gregory 
(2000:140) who state that they have found in their studies that change is 
problematic for rule-bound systems. They state that such organisations’ 
performance is constrained by those rules. In the same vein Vorkura and 
Fliedner (1998:166) argue that the nature of environmental changes calls for 
the need for a competitive weapon beyond flexibility. They argue that this 
capability is described as agility. They define agility as: “being capable of 
operating profitably in a competitive environment of continually, and 
predictably, changing customer opportunities”. They argue that agility entails a 
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continual readiness to change allowing the company to react more quickly 
than in the past. Valle (2002:217) however states that firms and organisations 
are structured systems which are dominated by organisational inertia which 
limits their flexibility. It therefore affects their ability to adapt to the 
environment, in other words their reorganisation velocity is lower than that at 
which the environment conditions change.  
Leaders therefore face the challenge of having to deal with the complexity of 
change, the uncertainty it produces, the unpredictability that accompanies it 
as well as the inertia in their organisations. 
1.2. Conclusion  
South Africa undoubtedly is part of the global world.  Challenges to cope with 
complexity, change and uncertainty that confront leaders elsewhere in the 
world are the same ones that South African business leaders need to tackle 
head-on. The main areas explored in this study are: 
x Change in organizations require leadership; 
x Leadership requires competencies;  
x Both leaders and followers develop competencies 
x Synchronisation of  the competencies of leaders and followers are 
required to handle change and uncertainty effectively; and
x Different change types may require different competencies. 
1.3. Thesis structure 
The conceptual overview of the thesis is graphically depicted in Figure 1.3 on 
page 12 . The first part of the thesis will focus on the literature review, while 






















































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































Chapter 2 will outline the importance of this study. It will highlight the fact that 
change is one of the major challenges that leaders face today as well as 
emphasize the complexities around change. It will achieve this objective by 
making use of a metaphor. 
Chapter 3 will focus on the review of the existing literature and look at the 
definitions of change, the types of changes as well as the context of change. 
Chapter 4 will expand on the literature review in the domain of change and 
specifically focus on the process of change. 
Chapter 5 will focus on how change impacts on the individual and how the 
individual responds to change. 
Chapter 6 will focus on the definitions of leadership and explore the existing 
literature on the school of leadership. 
Chapter 7 will focus on followership and the leadership-followership interaction. 
Chapter 8 will focus on leadership and competency. The chapter will include a 
review of the literature on capability, competency and competence and how 
these construct relate to each other. 
Chapter 9 will focus on the three research approaches considered for this study, 
namely a qualitative approach, a quantitative approach and a mixed approach. 
Chapter 10 will focus on the sample characteristics. 
Chapter 11 will focus on the research design. 
Chapter 12 will focus on the design of the questionnaires. 
Chapter 13 will focus on the presentation of the results of the quantitative.phase 
of the study. 
Chapter 14 will contain the conclusions and recommendations. 
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CHAPTER 2 : PROBLEM STATEMENT, SCIENTIFIC AND RESEARCH 
OBJECTIVES 
2.1. Introduction 
“Change changed” (Postman & Weingartner, 1969:10-11). These authors used 
an everyday example to illustrate the rapidity of change: “Imagine a clock face 
with 60 minutes on it. Let the clock stand for the time men have had to access to 
writing systems. Our clock would thus represent something like 3,000 years, and 
a minute on our clock 50 years. On this scale, there were no significant media 
changes until nine minutes ago. At the time, the printing press came into use in 
the Western culture. About three minutes ago, the telegraph, photograph, and 
locomotive arrived, Two minutes ago: the telephone, rotary, press, motion 
pictures, automobile, airplane and radio. One minute ago, the talking picture. 
Television appeared in the last ten seconds, the computer in the last five, and 
communications satellites in the last second, The laser beam – perhaps the most 
potent medium of communication of all – appeared only a fraction of a second 
ago.” The two authors further said: “In other words, change isn’t new; what’s new 
is the degree of change. As our clock-face metaphor was intended to suggest, 
about three minutes ago there developed a qualitative difference in the character 
of change. Change changed”.
This chapter will outline the importance of change as one of the major challenges 
that leaders face today, and it will be arguing that leaders need a particular set of 
competencies that will enable them to successfully lead other people through 
incremental or frame-breaking change and the resultant uncertainty.  
Change is a topic of crucial concern to all organisations in the present turbulent 
business environment as the impact of change increasingly leads to the demise 
of many businesses. The inability of many organisations to successfully 
transform is experienced in spite of the wealth of information in leadership 
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literature purporting to assist leaders in dealing with and solving change-related 
problems. It is important to note that, in dealing with change, and ultimately in 
ensuring business survival, the mindsets of the organisation’s leaders are the 
most critical factor (Smith & Saint-Onge, 1996:4). It could therefore be argued 
that to minimize failures during change processes, a change in leadership 
mindset is required regarding the complexity of change. In order to more clearly 
frame the complexity faced by leaders and the mindset change that is required, a 
metaphor is used in this chapter. This second metaphor will illustrate the 
challenges necessitated by change. 
2.2. Winds of change 
The use of a metaphor has been chosen as metaphors have proven to be highly 
effective aids to understanding the circumstances, clarifying the direction and 
resolving the problems of organisational change (Abel & Sementelli, 2005:443). 
The word metaphor comes from the Greek word pherein meaning “to bear”, to 
“carry” (Walck, 1996:27). A metaphor causes a word to carry a second meaning 
that superimposes a new idea on to what it normally represents (Murray, 
1995:73) with the objective of illustrating a point. The significance of the 
metaphor lies within its similarity or analogy that acts as a tool to support 
conscious creative understanding and sense making. Metaphors express 
knowledge and are an important means of generating new understandings of 
social phenomena. (Oztel & Hinz, 2001:156). They are therefore an important 
means of communicating complex situations and processes in simplistic terms for 
improved understanding and more affective adjustment. 
Otzel & Hinz (2001:158) further argue that metaphorical language not only 
enhances academic understanding in debates and organisation science, but also 
enriches the range of tools of investigation available to managers. The objective 
of using the metaphor in this chapter is to provide leaders with a tool that enables 
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them to enhance their understanding of change as phenomenon that has various 
degrees of complexity.  
Change has, in recent times, caused havoc in many organisations; hence the 
need for a coherent linguistic array (for example, a vocabulary or set of images) 
that “frames” what is happening in such a way that it renders change familiar and 
easily understood (Abel & Sementelli, 2005:443). It is therefore with this in mind 
that wind has been chosen as a metaphor to describe change in modern 
organisations, how it affects organisations and the leaders within these 
institutions. 
2.3. Wind as a metaphor of change 
There are powerful co-relationships between different types of winds, the impact 
they have on the environment and the types of change organisations experience 
and how those changes impact on them. The analogy of the wind assists in 
understanding the complexity that change creates within organisations.  
This section will focus on the similarities between the wind and change and will 
illustrate that both phenomena can either be a friend or a foe. A gentle breeze 
that cools the home on a hot summer’s day, while gently pushing a sailboat 
toward the horizon is regarded as a friend. On the other hand a hurricane that 
roars inland, destroying homes and communities and a thunderstorm that 
appears on the horizon encouraging the waves to pound wickedly and push the 
sailboat towards the rocks without warning are regarded as fierce enemies. Like 
the breeze, change can bring gentle adjustments enhancing the productivity in an 
organisation or like the hurricane it can wreak havoc and destroy everything in its 
path. Whether steering through a gentle breeze or a thunderstorm, the captain of 
the sailboat has to know how to mobilize his or her shipmates to maximize the 
boat’s ability to either use the breeze to move forward safely or to counteract the 
devastating effects of the threatening thunderstorm. Similarly the leader has to 
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mobilize the team in the organisation and lead them through the different types of 
change and the effects of those changes.  
While steering through the wind or leading the team through change an 
understanding of the origin and nature of the phenomenon may assist the leader 
in dealing with the impact that the phenomenon may have. This section will 
therefore focus on the origins of the phenomena. Both wind and change are 
created by pressure. The degree of that pressure determines the velocity of the 
wind and also the degree and rate of change. Variations in pressure lead to the 
development of different types of winds, which in turn influences weather and 
therefore what the particular environment will be exposed to. Pressure is caused 
by the weight air above an object that exerts a force per unit area upon that 
object (Kuchera & Parker, 2006:599). Wind is therefore, simply put, air in motion 
that is moving from high pressure to low pressure. It is produced by the uneven 
heating of the earth’s surface by the sun, irregularities of the earth's surface, and 
the rotation of the earth. As a result, winds are strongly influenced and modified 
by local terrain, bodies of water, weather patterns, vegetative cover, and other 
factors. As the sun warms the earth, the atmosphere warms up as well. Some 
parts of the earth receive direct rays from the sun while others receive indirect 
rays which causes the climate to be cooler. The result is that warm air, which 
weighs less than cold air, rises and the cool air moves in to replace the warm air. 
This movement of air is what makes a wind blow (Weatherwizkids, 2006). 
Similarly, pressures created by changes in the environment causes movement in 
organisations. It is movement in the organisation that constitutes change. Some 
of the pressures in the environment that cause change in organisations include 
technological, economic, social-cultural and legislative factors. Some of the 
pressures created by these factors are infinitesimal and could therefore have 
been likened to the gentle breeze. Other pressures are more revolutionary and 
could have the same effect as a hurricane on an organisation. A closer 
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investigation into the environmental factors that enforce rapid and revolutionary 
change will be conducted in chapter four. 
The complexity around different types of winds is increased by the fact that the 
wind can also change direction. The surface of the earth exerts a frictional drag 
on air blowing directly above it. This friction can act to change the direction of a 
wind and even slow it down. In fact, the difference in terrain conditions directly 
affects how much friction is exerted and therefore the direction and speed of the 
wind (Kuchera & Parker, 2006:601). Similarly the organisation may find that the 
changes that they have been faced with alters in direction or velocity. A typical 
example of an organisation that constantly has to deal with various degrees and 
direction of change is an information technology company. The IT industry is 
notorious for having to deal with change in direction without notice and on a 
frequent basis. This is due to the escalating advancement in technology which 
constantly results in a product that is rated highly today may be considered 
obsolete by tomorrow.  
To illustrate the complexity around the different types of wind, the Beaufort Scale 
is used. The objective of this illustration is to show that the varying degrees of 
wind create a high level of complexity. Thus cautioning the leader that there are 
various degrees of change with which the leader has to contend with. The 
Beaufort Scale, which is an empirical measure for the intensity of the weather 
based on mainly wind power, classifies twelve types of winds (Weatherwizkids, 
2006). These are listed in Table 2.1 on page 19. 
The different classifications of the winds, as depicted in the Beaufort Scale, on a 
very simplistic level already show the degree of complexity associated with this 
phenomenon. This complexity is further complicated by the fact that at different 
heights in the atmosphere there can be different winds. Air near the ground may 
be moving one way, while air above it is moving in another way. Air pollution, for 
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example, may travel in different directions depending on which air flow it is in 
(Kuchera & Parker, 2006:595). 









Description Sea conditions Land conditions 
0 <1 <1 Calm Flat Calm 
1 1-3 1-3 Light air Ripples without 
crests 
Wind motion visible 
in smoke 
2 4-7 4-6 Light breeze Small wavelets Leaves rustle 
3 8-12 7-10 Gentle breeze Large wavelets Smaller twigs in 
constant motion 
4 13-18 11-16 Moderate breeze Small waves Small branches 
begin to move 
5 19-24 17-21 Fresh breeze Moderate longer 
waves 
Smaller trees sway 
6 25-31 22-27 Strong breeze Large waves with 
foam crests 
Large branches in 
motion 
7 32-38 28-33 Near gale Sea heaps up and 
foam begins to 
streak 
Whole trees in 
motion 
8 39-46 34-40 Gale Moderately high 
waves with 
breaking crests 
Twigs broken from 
trees 




10 55-63 48-55 Storm Very high waves. 









12 73-82 64-71 Hurricane Sea completely 






This complexity is reminiscent of the dynamics leaders are faced with when 
dealing with change, especially at interpersonal level. The different levels within 
the organisation could experience change differently or the organisation may 
have to deal with different types of change occurring at different levels at the 
same time. An example would be of an organisation where at one level people 
have to deal with changes in business processes, while the executive team has 
to deal with changes as a result of a change of guard on the board of directors. 
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Change is thus multifaceted. Leaders and followers may differ in terms of what 
skills are required by effective leaders to guide staff through times of turbulent 
change and scenarios of uncertainty. The present research project will also 
address this issue. 
Furthermore, wind is also characterized by unpredictability. Operational 
forecasters constantly have to meet the challenge of anticipating when and 
where and with what effect a widespread damaging wind-producing system will 
occur. A key challenge therefore is to discriminate between environments that will 
produce severe winds from those that will not (Kuchera & Parker, 2006:595). 
Similarly organisations are faced with different types of change with varying 
degrees of predictability, (the types of change that organisations face will be 
further expanded upon in chapter 4). Organisations, for instance, are immersed 
in a virtual cyclone of change and are constantly striving to adapt to ever 
increasing demands of their domestic and global markets (Siegel et al, 1996:54).  
Leaders are constantly faced with the challenge of determining whether 
environmental factors will exert pressure which may cause damage or change to 
the organisation.  
Some of the major challenges that therefore accompany change include: 
 The constantly changing environment has created an unpredictable future as 
the marketplace has lost its predictability (Rabey, 2006:77); and hence 
 The unpredictability of change. Not being able to predict what type of change 
the organisation is going to be faced with next (Grieves, 2000:59); 
 The uncertainty around the outcome of the change (Grieves, 2000:59). There 
is no clear relationship between the scale of the change and the scale of its 
impact within an organisation (French, 2001:480); and 
 The risk of failure. Many change initiatives undertaken by organisations are, 
even with the best intentions, often destined for failure in some point in 
implementation. Various surveys have shown that a very low percentage of 
change programmes are successful (Siegel et al, 1996:54). 
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The leader therefore has to lead followers in the midst of constant complexity 
brought about by change that often does not announce its arrival early enough. 
Furthermore, each change often tends to set off first, second and third generation 
impacts (Inayatullah, 2006:6). Much like the sailboat that sets out with a gentle 
breeze propelling it forward, but that is unexpectantly faced with a thunderstorm 
that could destroy it, the leader has to deal with the fact that he or she does not 
know how change will manifest itself, how often it will happen, how devastating it 
may be or how many chain reactions it will set off. As the captain of the boat, the 
leader must know how to use the gentle breeze to propel the boat forward as well 
as know how to steer it through the hurricane without ending up on the rocks.  
Just as much as it is impossible to predict what types of wind an area will have to 
contend with on a daily basis over a long period of time, it has become 
impossible for organisations to predict the kind of changes it would have to deal 
with over time. Models of change such as Lewin’s (1951) three stages of change 
– unfreeze, change, refreeze – have therefore become inadequate. More recently 
authors such as McLean et al (1982), Smith (1982), Wheatley (1992), and 
Marshak (1993) have described change as: 
 A process of exploration where the destination is unknown; 
 A continuous process involving the management of chaos; and 
 Carrying consequences for other interrelated sub-systems. 
Adding to the complexity that the leader has to contend with, the leader must also 
understand how to deal with the uncertainty that comes with change. There are 
two aspects to the uncertainty. The one is not knowing what type of wind the boat 
will be faced with (unpredictability of change) and the other not knowing how the 
boat and the crew will adapt to the new direction and velocity of the wind 
(unpredictability of the impact of the change).  
Figure 2.1 on page 22 graphically depicts the various factors that contribute to 



















Figure 2.1 Complexity of Change 
Figure 2.1 summarises the facets that bring about the complexity of change as 
was discussed thus far in this chapter. When looking at change the leader 
therefore has to be aware of the all the factors that contribute to the complexity 
that he or she has to deal with. These include being aware of: 
 The different types of change and what their impact may be; 
 The velocity of the change; 
 The direction of the change, bearing in mind that there could be more than 
one change all moving in different directions; 
 The unpredictability of change: in other words not being able to predict when 
and how change will occur; 
 The uncertainty about the impact of the change, that is how will it affect the 
organisation; 
 The fact that the organisation could be faced with more than one type of 
change simultaneously; 
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 The fact that the organisation may risk failure in its attempt to address the 
change; and 
 The fact that one change may offset a chain reaction and therefore create 
other types of changes. 
It is clear that having to lead organisations through constant change is in itself a 
difficult task. Moreover, having to lead an organisation through a phenomenon 
that is a shape shifter, in other words constantly changing how it presents itself, 
is daunting. Organisations have to survive in the midst of increasing discontinuity, 
uncertainty, ambiguity and complexity (Grieves, 2000:59). The turbulent times 
within which organisations have to function today, demand that leaders instill in 
their organisations the ability to master change (Kanter, 1995:71).  
Leading the organisation through change and accompanying uncertainty, 
inevitability requires a unique set of leadership competencies. Like the captain of 
the sailboat who needs a different skills set to steer the boat in a light breeze 
compared to steering it through a storm, the leader needs different skill sets for 
different types of change (Senior, 1997:215). 
The above could therefore be summarised as: 
 Change in organisations require informed and effective leadership; 
 Leadership requires appropriate and unique competencies;  
 Different change types may require different competencies; and 
 Handling of change often takes place in situations characterised by 
uncertainty: little is predictable and many unknown factors have to be 
accounted for.  
Kets de Vries (2001:212) argues that wise leaders want to know what the 
implications of change is on their organisations and what kind of leadership 
competencies will be needed to address those implications. This needs to be 
seen in the light of the fact that the changes naturally have an impact on the 
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employees in the organisation (Higgs, 2003:273). When dealing with change 
from a theoretical point of view, it is very easy to view it as a mechanistic process 
and lose sight of the human element. The most important part of managing 
change is leading people through that change. The leader has to understand and 
manage the emotions that are an inevitable outcome of change (French, 
2001:480). In other words, the leader has to help people to address change and 
lead them through the change and the related uncertainties.  
This study will primarily set out to determine what competencies leaders need to 
lead people through change and uncertainty. It will specifically focus on the four 
major types of change and set out to determine what leadership competencies 
are needed for each one of those change types. 
2.4. Problem statement 
Beugelsdijk et al (2002:325) state that the general feeling of the authors dealing 
with change literature is still rather uncomfortable and showing a lack of 
consensus. They argue that radical and incremental changes are likely to depend 
on the researcher’s perception of change. They refer to their study at Heineken 
Inc as an example where many lower level employees in the organisation 
described the organisational changes as being completely incremental, while 
senior managers tended to make sense of the changes as being discontinuous 
and revolutionary. They therefore conclude that organisational change may have 
different interpretations. This could have an impact on how the change is 
managed in the organisation. 
The increasing rate of change, coupled with the unpredictability and therefore 
uncertainty accompanying change, necessitates that research be done to 
address the lack of consensus in the change literature. Leaders are faced with 
leading people through increasingly complex situations as the timelines between 
types of changes are becoming blurred. This is as a result of the fact that 
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different types of changes can occur at the same time. Furthermore, it has 
become impossible to predict how and when an organisation will go through 
change, making it difficult for leaders to plan how they will deal with the change. It 
is therefore imperative that leaders receive guidelines on the competencies they 
need to successfully lead their organisations, and the people in them, through 
turbulent times. A set of competencies has to be developed that leaders could 
use as a blueprint in preparing them to deal with all types of change in the midst 
of complexity. 
A “scientific void” is characteristic of research on change and uncertainty.  
Change by definition produces unforeseen situations which require novel 
approaches and countermeasures.  It also requires development of new 
paradigms and the ability to think ahead in terms of the demands and restraints 
of an uncertain future.  Change can rapidly make much of existing bodies of 
knowledge obsolete.  The dynamics, increasing complexity, variability, and 
implications of change are best understood and grasped by indirect means: 
hence the continued search for new metaphors that describe and explain its 
ramifications.  A better understanding of change requires a completely new set of 
terminology, development of new theories or considerable revision of existing 
theories. New measuring instruments are required as existing ones became 
inappropriate.  Where and how does the researcher begin to study chaos that 
arises from change?  Change and its challenges produce the scientific voids 
referred to in which researchers need wisdom to come up with innovative 
solutions for the effective handling of new sets of relatively unknown 
circumstances.   
Many industries are finding that the environment has created so many changes 
that they are constantly in flux. One of the industries where organisations are 
constantly under pressure to adapt is the financial services industry. This industry 
is one that would need urgent guidance on what competencies leaders need, to 
deal with the volatility created by demands from the environment.  
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2.5. Scientific objectives 
It is envisaged that the outcome of this study will make a contribution to the field 
of knowledge of organisational change in that it will provide leaders with new 
insights into the competencies that they require to effectively lead people through 
different types of change and uncertainty. Providing managers with a range of 
competencies needed for each of the change types will put them in a position 
where they are better equipped to lead and to know what competencies to 
acquire and draw upon during times of change. It will also indicate to 
organisations on what competencies they need to focus during leadership 
development, including education and training programmes. As organisations are 
constantly faced with change, it could be argued that such competencies should 
form part of the generic set of competencies managers should have a command 
of. 
2.6. Research objectives 
Researchers set research objectives for two reasons. They, firstly, must try to 
address key questions that ere posed and issues that were raised in the problem 
statement (refer to section 2.4).  Secondly, they need to develop a research 
design that will produce the kind op scientific results or outcomes that will enable 
them to achieve their scientific objectives (refer to section 2.5).  Contributions 
from personal research activities must indeed lead to an expansion of existing  
bodies of scientific knowledge in order to be of scientific significance and worth. 
The complex research design of the study under consideration, required a 
process of seven distinct research activities: 
 A comprehensive two-phased study of available literature was done.  The first 
phase covered: (i) change in three contexts, namely from a global and South 
African perspective as well as from the context of the South African financial 
service sector; (ii) leadership competencies at basic, potential and proven 
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levels; (iii) three modern schools of leadership, namely transactional, 
transformational and transcendental leadership; and (iv) leadership styles 
relevant to leaders, managers and other organizational levels. The survey of 
literature in phase 2 had three extensions. The  first extension linked change 
in the three contexts to different change types.  The second one focused on 
identifying leadership competencies required for change in terms of skills, 
knowledge, attitudes, characteristics, perspectives, perceptions and mentality. 
The third extension used available literature on the modern schools of 
leadership and leadership styles in terms of a possible tri-level model of 
leadership. 
 The identification of key competencies required for change were linked to  the   
skills, knowledge, attitudes, characteristics,  perspectives, perceptions and 
mentality referred to above and hereafter matched with the tri-level model of 
leadership to serve as base for the empirical component of the study. 
 The empirical component consisted of a qualitative as well as a quantitative 
section.  In the qualitative part a limited sample of leaders were asked to list 
types of changes that they personally experienced in the South African 
financial service sector in the two previous years.  Their responses confirmed 
challenges that became evident from available literature. The participants 
were then given a change map and asked to identify competencies that were 
required to handle four change types, namely frame-breaking behavioural 
change, incremental behavioural change frame-breaking structural/technical 
change and incremental structural/technical change.  Competencies required 
for the handling of change were linked to the four change types on the basis 
of consensus.  The consensus responses of the leaders were listed and used 
as base for questionnaire design. 
 In the quantitative part of the empirical investigation two questionnaires were 
designed, one for the managers and the other for employees.  An 
independent   sample of managers and their employees completed the 
questionnaires. The managers assessed themselves in terms of the extent to 
which they perceived themselves as having the necessary competencies 
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required for change.  Their employees were asked to assess the extent to 
which their leaders had shown    the necessary competencies required for 
change.
 The participants’ responses were factor-analysed to simplify measured 
competencies as well as to assess the reliability and validity of the measuring 
instruments. 
 The data set was statistically analysed for similarities and differences 
between manager and employee perceptions on the competencies required 
for change. 
 Conclusions were finally made about how leaders effectively guide staff 
through change and uncertainty.  
2.7. Scope of the study 
The study will focus on one industry as the organisations within that industry are 
likely to experience the same challenges. The sector chosen for this study is the 
financial services sector as this sector has gone through some significant 
changes over the last few years. The study is limited to the South African context 
and will therefore not include the participating organisations’ operations outside 
of the borders of South Africa. 
2.8. Research hypotheses 
Based on the objectives of this study the following hypotheses will be tested in 
the empirical phase of the research: 
 Hypothesis 1: There is a difference between the importance assigned to the 
leadership competencies, that have been identified as those needed during 
change, by the managers and that assigned by the employees; and 
 Hypothesis 2: There is a difference in the perception of the managers and the 
employees on the degree to which the managers display these competencies. 
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The second hypothesis is included as followers also have perceptions of the sets 
of competencies that leaders need to have to face change and uncertainty 
effectively. Their perceptions may differ from that of the leaders. 
2.9. Conclusion 
In this chapter the metaphor of the wind was used to demonstrate the complexity 
that leaders have to face when dealing with change. It is suggested from the 
factors explored in this chapter that leaders must have a set of competencies to 
adequately deal with the complexities they face in an era where constant 
uncertainties, provoked within organisations by environmental turbulence, have 
grown to the point where they are often described ironically as the one constant 
of organisational life (French 2001:481). Leaders therefore have to understand 
the concept of change and how change impacts on their organisations. The next 
chapter will therefore look at change, change types and the contexts of change in 
more depth. 
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CHAPTER 3 : CHANGE 
3.1. Introduction 
By using the wind as a metaphor in the previous chapter, the complexities of 
change were highlighted. The wind is shaped by the environment and manifests 
itself in different forms and degree of intensity while in turn reshaping its 
environment. Similarly change is created within a particular context, arrives in 
different degrees of intensity and in turn affects its context. As emphasised in the 
previous chapter there are many aspects to change that leaders have to be 
aware of and have to contend with.  
This chapter will deal with the first two broad areas of change namely the types of 
change and the context within which change is created. The chapter’s focus in 
relation to the other chapters dealing with change is illustrated in Figure 3.1 
below. 














   Figure 3.1 Outline: Chapter 3 
The broad areas mentioned in Figure 3.1 will be broken down into the following 
specific areas: 
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 Definitions of change; 
 Types of change; 
 The context of change, which includes: 
o Change at societal level; 
o Globalisation; 
o The South African organisational environment;  
o Change in the financial services sector; and 
o Change at organisational level. 
3.2. Change defined  
Based on organisational and sociological definitions, Powell (2001:17) defines 
change as: “… any activity that alters the current state within an organizational or 
sociological setting. The change activity can result in either positive or negative 
outcomes dependent upon many variables that occur prior to, during or after the 
change process. The initiation of the alteration of the current state can be a result 
of either internal or external influences that create the requirement, need or 
desire for the change activity”. It could therefore be deduced that whether it is 
organisational or sociological, change provides the foundation for continuous 
growth within the organisation or societal entity. Powell further purports that 
change occurs as a result of an internal or external initiator that creates a 
requirement, need or desire for change based on the perception of managers or 
employees within an organisation. Similarly Valle (2002:218) defines 
organisational change as: “a process of identification and implementation of new 
organizational routines and practices”. Both authors argue that organisations 
differ in availability of resources and routines and therefore differ in their capacity 
for adaptation and resistance to adaptation pressures from a dynamic 
environment. 
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These concepts are summarized and illustrated in Figure 3.2 below. 






Process of identification and implementation
Figure 3.2 Change as a process 
The diagram illustrates that change is a process of identification and 
implementation, which is driven by external or internal initiators, that takes an 
organisation from its current state to a new state. In the process the outcome 
may be positive or negative. With this definition in mind, the next section will 
focus on the various change types. 
3.3. Types of change 
Ghemawat et al (1999:127) distinguish between two extreme types of business 
landscapes and the types of strategies that make sense in assessment of 
change. The one extreme is a stable landscape in which the future is relatively 
certain. Successful organisations operating in this extreme exhibit strategic 
continuity. In other words, they focus on climbing a particular peak, but at the 
same time they search continuously for improvements within that fixed set of 
initial conditions – that is the search for static efficiency. The other extreme is that 
of a landscape that is so turbulent that it verges on chaotic. In this extreme the 
future is truly ambiguous. In this scenario it may therefore be expected that 
organisations will continuously entertain changes in their strategies. These 
organisations focus continuously on reconsidering initial conditions or which peak 
to climb – the search for dynamic efficiency. Ghemawat et al (1999:127) further 
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highlight that there are intermediate cases where the business landscape is 
neither continuously stable nor chaotic and state that such landscapes account 
for the majority of all cases. These cases exhibit strategies that generally follow a 
pattern known as punctuated equilibra, in other words strategic continuity is the 
norm, but is punctuated by brief periods of radical change.  This is summarized in 











Figure 3.3 Environment versus change strategies 
Where Ghemawat et al refer to change strategies that match the environment, 
Orlikowski & Hofman (1997:11) distinguish between three different types of 
changes, building on each other iteratively over time. These are: 
 Anticipated changes, which are changes that are planned ahead of time and 
occur as intended; 
 Emergent changes, which are changes that arise spontaneously from local 
innovation and that are not originally anticipated or intended; and 
 Opportunity-based changes, which are changes that are not anticipated ahead 
of time but are introduced purposefully and intentionally during the change 
process in response to an unexpected opportunity, event or breakdown.  
Bringing another dimension to the picture, Robbins (1998:629) distinguishes 
between first-order and second-order change. First-order change refers to linear 
and continuous change and implies no fundamental shifts in the assumptions that 
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the organisation’s members hold about the world and how the organisation can 
improve its functioning. Second-order change, on the other hand, refers to multi-
dimensional, multi-level, discontinuous, radical change involving reframing of 
assumptions about the organisation and the world in which it operates. Referring 
back to the metaphor of the wind, Senior (1997:7) creates a picture of change as: 
"The factors which operate to bring about change in organisations can be thought 
of as winds which are many and varied - from small summer breezes which 
merely disturb a few papers to mighty howling gales which cause devastation to 
structures and operations causing consequent re-orientation of purpose and re-
building. Sometimes, however, the winds die down to give periods of relative 
calm, periods of relative organisational stability". 
In this context Booysen & Beaty (1997:9) make a distinction between 
transformation and change. They define change as ‘tweaking’ the organisation’s 
strategy and operations (reminiscent of Robbins’ first order change). Booysen 
and Beaty (1997:9) define transformation as the move an organisation takes to 
‘start everything from scratch’ as it is about an enquiry into the underlying 
paradigm of the organisation and a systematic attack on the strategy and 
operations of existing organisational elements. They state that transformation 
takes place when the majority of individuals in an organisation change their 
behaviour. Transformation is therefore revolutionary and frame-breaking change 
whereas change refers to incremental or continuous change (which is very 
similar to Robbins’ second order change).  Similary Keene (2000:15) states that 
change is seen as necessary merely to survive while transformation is required to 
thrive and a constant need for reinvention is needed to secure long-term 
success. 
The work of the researchers and authors quoted above contain a number of 
frameworks for categorizing change. Table 3.1 on page 35 summarizes these 
frameworks and shows how the different typologies may relate one to another. 
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Table 3.1: Types of change [source: Senior (1997:216)] 

























Following from the above distinctions between the different types of change, 
Beugelsdijk, Slangen & van Herpen (2002:313) ask the following question about 
the order in which change occurs: “When does an organisation initially change 
incrementally and when radically?” Beugelsdijk et al (2002:313) therefore look at 
the order in which change occurs within an organisation and distinguish between 
two types: 
 The first consists of an organisation that initially changes radically and, after 
that, gradually fine tunes its practices to the new situation that has arisen; and 
 The second consists of an organisation that may initially change 
incrementally, but at a certain moment, a transition to a radical change may 
take place. This could be because the initial incremental change process did 
not lead to the desired outcome. 





Figure 3.4 Order of change 
Waldersee and Griffiths (2004:425) categorise change slightly differently. They 
draw a distinction between technical-structural change and behavioural-social 
change. Technical aspects of change involve measurable modifications to the 
physical routines of jobs. Structural changes seek to optimize organisational 
performance which happens through the careful design of the organisational 
structure. Social change, on the other hand, refers to the modification of 
established relationships in the organisation. This type of change encompasses 
the large set of goals that organisations establish around people.    
In this context, Francis, Bessant & Hobday (2003:19) state that the most 
ubiquitous factor that creates a transformational imperative is technical change. 
This factor presents a particular problem for strategic managers as it may at 
times not be obvious that transformation is necessary (downturn in demand may, 
for example, be mistaken for a transitory event). 
It is clear from the above statements that there are different types of change and 
it may therefore be deduced that the different types of change are to be managed 
or led differently. In this context Ghemawat et al, (1999:127) state that added to 
the dilemma of mastering change is, knowing when to change the peak that is 
being climbed which is as important as climbing a particular peak. In terms of the 
management or leadership of change, Senior (1997:213) suggests that 
leadership style and behaviour can vary according to the different organisational 
situations. She goes on to say: “Care should be taken, therefore, not to assume 
that the same leader can be ‘all things to all situations’. In addition, it may be that 
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one style of leadership may be appropriate to a particular type of change while 
another may be appropriate to a different type of change” (Senior, 1997:215). 
The strategy-style matching theory also suggests that the effective 
implementation of a strategy requires a manager whose style has strengths 
consistent with the competencies required by that strategy. The theory therefore 
provides an indication of the potential importance of matching change type and 
implementation (Waldersee & Griffiths, 2004: 426). Ghemawat et al (1999:127) 
point out that it is hard to mix and match across the extremes as different types of 
employees are required to deal with different changes, echoing Senior as well as 
Waldersee and Griffiths’ strong suggestions that different types of changes have 
to be approached differently. The implication therefore is that different leadership 
competencies are needed for different types of change. This is echoed by 
Francis, Bessant & Hobday (2003:19) who state that there has been insufficient 
exploration of the specific requirements of the management task during a 
transformational episode. They further state that the role of management 
changes during transformation as profoundly as does the role of a government 
when war is declared. Their studies suggest that a set of different distinctive new 
capabilities need to be acquired and “unleashed” to make a radical 
transformation. 







Continuous or incremental changes Transformation or frame-breaking changes






Organisation’s capacity for adaptation and resistance to adaptation
Leadership Style needed
Figure 3.5 Types of change 
Figure 3.5 suggests that: 
 There are two extreme types of environments, with a continuum between them 
along which organisations operate; 
 These two extreme environments call for different types of change, which 
range from incremental, in other words fine-tuning, to frame-breaking change 
which implies radical change in the organisation that involves the reframing of 
assumptions about the organisation; 
 These changes can be structural or behavioural; 
 These changes are also further classified as anticipated, emergent or 
opportunity based changes; 
 The people within the organisation may have different perceptions of the type 
of change they are going through. What some may see as frame-breaking 
change others may see as incremental change; 
 The organisation’s capacity for adaptation has an impact on whether it can 
change and what type of change it will be able to handle successfully; and 
 The type of change determines the leadership style needed. 
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3.3.1. Focal point of the change types 
For the purpose of this study emphasis will be placed on the four core change 
types identified in this chapter as they encompass the different combinations of 
change in the two extreme environments. These are incremental (continuous) 
change, frame-breaking (transformational) change, structural/technical change 
and behavioural change. These change types have been defined in this section 
by the various authors as: 
 Frame-breaking change refers to an enquiry into the underlying paradigm of 
the organisation that leads to multi-dimensional, multi-level, discontinuous, 
radical change that involves the reframing assumptions about the organisation 
and the world in which it operates (Robbins, 1998:629, Booysen and Beaty, 
1997:9); 
 Incremental change refers to continuous, fine tuning and tweaking that implies 
hardly any fundamental shift in the assumptions that the organisation’s 
members hold about the world and how the organistion can improve its 
functioning (Robbins, 1998:629, Booysen and Beaty, 1997:9); 
 Structural/technical change refers to changes to the physical routines of work 
and the structure of the organisation (Waldersee and Griffiths, 2004:425); and 
 Behavioural change refers to modification of established relationships in the 
organisation. 
It is important to note that these changes can occur in different combinations. In 
other words: 
 Frame-breaking change could be behavioural or structural/technical; and 
 Incremental change could be behavioural or structural/technical. 
Furthermore, incremental change and frame-breaking change present different 
levels of complexity. Incremental change has as its objective continuous 
improvement processes which are based on best practice, benchmarking and is 
often driven by quality and service demands made by customers. These can be 
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described as tactical interventions made by the organisation. Robbins and Cenzo 
(1998:75) argue that the breadth, the scope and the time frame of the plan 
distinguishes tactical from strategic plans.  Frame-breaking change, on the other 
hand, has as its driver strategic intent and focuses on reengineering which looks 
for quantum leaps in performance (Robbins, 1998:525). Strategic plans generally 
apply to the whole organisation and seek to position the organisation in terms of 
















Figure 3.6 Change and complexity 
This diagram illustrates that: 
 Frame-breaking change is associated with strategic intent which includes 
reengineering and a focus on quantum leaps; and 
 Incremental change is associated with tactical plans which include continuous 
improvement processes. 
Therefore, the type of change being manifested would be a result of tactical or 
strategic intent. The intent of the organisation will determine the degree and the 
scope of the change. As the degree and scope of the change increase, the 
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change would move from being evolutionary to a major overhaul. Incremental 
change is associated with evolution while frame-breaking change is associated 






























Figure 3.7 Incremental and frame-breaking change scale 
This diagram illustrates that: 
 As the degree of change and the scope of change increase, the change 
moves from being incremental to frame-breaking; 
 Incremental change is associated with an evolutionary process; and 
 Frame-breaking change is associated with an overhaul, in other words a 
major transformation. 
Having examined the definitions of change as well as the types of change, the 
next section will focus on the context within which change occurs. 
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3.4. Context of change 
As organisations do not operate in isolation, it is important to understand the 
context within which they operate and the changes that that they have to deal 
with that emanate from that context. This section will therefore focus on the 
context of change from societal level to that of the organisation. 
3.4.1. Change at societal level 
When considering change at the societal level, at least two perspectives may be 
considered. The first is to review from a historical perspective the major changes 
that have led to the development of society to its present state. The second is to 
consider possible future states. Clearly, these two perspectives are not 
necessarily mutually exclusive. 
Powell (2001:1) summarizes the theories around societal change as shown in 
Table 3.2 on page 43. Powell (2001:1) continues to surmise that: “Societal
change, it is now held, may originate in any institutional area causing changes in 
other areas, which in turn causes further adaptations in the original change. 
Technological, economic, political, religious, ideological, demographic and 
stratification factors are all viewed as potential variables that can influence each 
other as well as the course of society”. It would therefore seem appropriate to 
look at societal change as such changes have a profound impact on 
organisations. Studying the past and the changes that occurred in history gives 
insight into how change has affected humankind and how it has been dealt with. 
In this context Codrington and Grant-Marshall (2004:12) state that humankind 
continues to be influenced by a past that most people know very little about even 
though it permeates their daily lives. 
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Table 3.2: Societal change theories 
Pre-nineteenth century 
viewpoints 
These viewpoints were based on the ability of scholars to study the 
general trends of history and the meanings found in it. Therefore, as 
history has indicated, prior to the nineteenth century societies revolved 
around an agricultural nucleus, which precipitated the belief in patterned 
change based on agricultural mindsets and environmental conditions. 
Patterns therefore dictated how societies and organisations evolved.  
Nineteenth century 
viewpoints 
In this century the main viewpoints were based on the process of 
societal evolution with different stages in the evolutionary process. For 
some these stages in the evolutionary process included growth, 
increasing complexity, the differentiation between societal or 
organisational structure and function and an increasing level of 
interdependence among all parts of the society or organisational 
elements. For others the process is based on the ability of the society or 
organisation to establish a level of uniformity (provided by the three 
states of the development of human thought that are theological, 
metaphysical and positive) within its progression. 
Twentieth century viewpoints Questions asked in this century include: 
1. Is there a cumulative meaning to social evolution? 
2. What happens when a social entity is challenged by a change 
situation? 
3. Is social progress measured by smooth transition or by 
violence? 
4. What impact does a charismatic leader have on society? 
5. What impact does industrialization have on societies? 
Chirot (1994:26) states that some parts of culture in the past few centuries have 
changed much slower than other parts. In the past, communities lived in relative 
isolation, each with its own dialect. Changes then occurred, slowly at first and 
then accelerated, which ushered in the creation of global communities that 
shared global experiences (Codrington and Grant-Marshall,2004:12).  
Toffler (1994:23) describes three waves in history: 
 The agricultural wave. People were self-sufficient by farming the land to grow 
crops that fed them and their livestock. In this phase commerce initially 
existed in the form of bartering. The population at that time was small and 
grew at a slow rate. This wave featured tools of the hand and hoe; 
 The industrial wave. This was the wave that ushered in the birth of the 
industrial revolution and the emergence of machines to do the work of men’s 
hands. Bartering became less common as monetary policies were 
established. This wave consisted of finite factors that included land, labour 
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and raw materials. Values were described in terms of hard assets such as 
buildings, machines and inventory. Work consisted of low-skilled, muscular 
actions and innovation appeared to be sporadic according to intermittent 
demand. In this phase bureaucracy consumed the organisation while it relied 
on economies of scale and was characterized by assembly lines;  and  
 The technology wave. The birth of the computer dramatically changed society 
and how it functions. It provided an information boom that allowed people to 
gain more knowledge in a shorter time. This wave utilizes infinite factors of 
knowledge, data and information while values include acquiring, generating, 
distributing and applying knowledge. Furthermore, work constitutes non-
interchangeable skills while technology yields constant innovation and 
demand. Flexibility and manoeuverability are synonymous with the third wave 
as it relies on economies of speed. 
Slabbert (1996:41) paints a similar picture to that of Toffler as he recounts history 
and gives the following insights: 
 Humankind maintained life without earning for a million years during the Old 
Stone Age. Human groups existed through hunting.  
 A major transformation occurred about 10,000 years ago from these 
elementary origins of civilization when the agricultural revolution occurred. 
This revolution had a dramatic impact on the nomadic lifestyle of human 
beings and one of the direct consequences was a dramatic increase in the 
magnitude of human numbers.  
 The second major shift occurred as a result of the industrial revolution which 
restructured existing patterns of employment as the steam engine succeeded 
in turning both man and horse into a less marketable commodity.  
 The third major shift resulted from the second industrial revolution which was 
driven by oil and electricity with an even further shift in emphasis from the 
direct contribution which human beings could make to the profitability of an 
economic concern.  
 Thereafter the third industrial revolution came when the advanced computers 
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and numerically controlled machines entered the realm of work.  
Slabbert (1996:42) refers to four major focal points of work, which correspond 
with the developments outlined above: 
 Agriculture sector (focus on human input); 
 Manufacturing sector (focus on mechanical input); 
 Service sector (focus on quality of personal service); and 
 Knowledge sector (focus on artificial intelligence). 
Each of the revolutions or new waves described by Toffler (1994) and Slabbert 
(1996), created a disruption or revolutionary change in society. Political and 
social conflicts erupted in part because of the tools utilized throughout the waves 
(Toffler, 1994:23). Mankind moved from hunting (where power lay with those who 
had physical strength) to an era where the application of knowledge is needed to 
survive. It can therefore be deduced that there has been a significant shift in 
power vested in physical strength to power vested in those who have knowledge. 
Fukuyama (1999:8) argues that the disruption of social order by the progress of 
technology is not a new phenomenon. He notes that human societies have been 
subject to a relentless process of modernization as one new production replaced 
another since the beginning of the Industrial Revolution. Fukuyama (1999:8) 
argues that the social disorder of the late eighteenth and early nineteenth 
centuries in America and Britain can be traced directly to the disruptive effects of 
the so-called first Industrial Revolution. All the accumulated social norms, habits 
and customs that had characterized rural or village life were replaced by the 
rhythms of the factory and city as agricultural societies were transformed into 
urban industrial societies. Furthermore, societies moved from a dense network of 
personal relationships to a framework of laws and other formal regulations. Social 
relationships became more formalized and impersonal with individuals no longer 
depending on one another for mutual support to the same extent. They were 
therefore much less morally obligated.  
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These disruptions echo the frame-breaking change described by Tushman 
(1988), the transformation described by Booysen and Beaty (1997:9) and the 
howling gales which cause devastation described by Senior (1997:7). The eras 
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Figure 3.8 The evolution of society 
The diagram above graphically depicts the major changes that society has 
undergone through the various ages. It suggests that: 
 Society has gone through major changes from one era to the other, that is 
from the Stone Age to the Industrial Age; 
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 Society has moved from being nomadic to a society depending on knowledge; 
 Each transformation from one age to the next was accompanied by a social 
disruption; 
 Although change has always been there, it was almost indiscernible in the 
Stone Age but has become a constant over time; 
 Changes moved from being patterned to evolutionary changes; and 
 The evolutionary phase has also brought about acceleration in change.  
The accelerated change over time has had a profound impact on recent 
generations. An area where change has therefore been observed is in changes 
in how different generations experience life. Codrington and Grant-Marshall 
(2004:10) purport that throughout history the stages of infancy, youth, middle-age 
and old-age had adequately described change and value shifts in life. Due to the 
fact that time moved slowly, change was measured and almost imperceptible. A 
grandmother could hold a child in her hands and safely predict that the child’s 
future would be much the same as life had been for her. In modern times, 
however, change is happening much faster and more tumultuous, life-changing 
events are impacting so strongly on a particular generation that it becomes 
branded or labeled for having lived in that era. In the past the differences 
between generations were not as dramatic and overt as in modern times 
because of the slow pace of life. 
Having reviewed change at a societal level from a historical perspective leads to 
the consequent questioning of the future. If the transformation of industrial 
societies to post-industrial societies, now known as information societies, is as 
momentous as the previous one, then it should hardly surprise us that the impact 
on social values should be equally great (Fukuyama, 1999:8).  
Slabbert (1996:41) warns that the world could conceivably be faced with a fourth 
industrial revolution which could revolutionize society itself very negatively. The 
reason for this is that the world is apparently moving towards a workerless 
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society (Fukuyama, 1999:8) which is caused by, amongst others, retrenchment 
and re-engineering. Fukuyama purports that the danger signs are apparent as 
the world is at a fundamental geopolitical crossroads in the history of the human 
race and is entering the dawn of a major new era in which capitalism can either 
destroy itself by firing its own customers or might contribute directly to the 
establishing and fostering of a new social order. He cautions that if this 
retrogressive process is not halted, the reverberations might ring through 
centuries to come. Similarly, Toffler (1994:23) argues that replacing people with 
computers generates at best, job shifting and at worst job losses. He states that 
the globally competitive race will be won by the countries that complete their 
Third Wave transformation with the least amount of domestic dislocation and 
unrest. In the same vein, Slabbert (1996:41) sees a time when the knowledge 
sector becomes the only alternative for mass employment as increasingly 
technology, automations and computerization develop into the building blocks of 
international economics. This would usher in a time where the privileged few, 
who are actively employed in the knowledge sector become a super class of 
employees who form part of small enclaves of economic activity developing in a 
sea of unemployment and poverty. Slabbert and Toffler echo Redfield (1962:425) 
who warned that many a worker must live where the opportunity to get a job 
determines and if suddenly the produce he makes ceases to be wanted, he may 
have no livelihood at all; in parts of the world men starve because the market no 
longer needs their labour.  
Fukuyama (1999:8) therefore argues that one of the greatest challenges that 
modern information age democracies face today is whether they can maintain 
social order in the face of technological and economic change.  
The warning that seems to come through clearly from these authors is that 
society is moving to an era where only a few would be meaningfully employed. It 
seems that the deciding and dividing factor is knowledge. In this context, 
Runciman (1968:25) states that there is a different kind of candidate for a fourth 
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dimension of stratification of society (over and above ‘class’, ‘status’ and ‘power’) 
called ‘informational status’ – that is the ‘amount of skill or knowledge 
possessed’. He argues that it is not difficult to demonstrate that where knowledge 
and skill do constitute an advantage which ‘conventionally’ ranks their possessor 
above his fellows, this is precisely because it constitutes an advantage in the 
hierarchies of either class, status or power. He notes, however, that education 
does not by definition stratify society, but only differentiates it. Where education 
does stratify rather than differentiate, it is because of its contingent association 
with economic Lebenschancen (chance in life), social prestige, or influence and 
authority, or possibly all three. He notes that without such an association, the 
distinction between the educated and the uneducated is not stratification any 
more than is the distinction between the tall and the short or the thin and the fat.  
Runciman (1968:25) seems to suggest that knowledge is not the only factor that 
would have an impact on who would be employed meaningfully. Even in the light 
of Runciman’s suggestions, the issue of employment still remains an important 
factor in the survival of society. 
The question arises whether the warnings from Fukuyama, Redfield, Toffler and 
Slabbert predict a dark age where only a few will be employed. That in itself 
could create societal chaos. This is echoed by Espejo (2004:671) who states that 
societies are complex, chaotic systems. It also ties back into one of Powell’s 
(2001:1) questions where he looks at the 20th century viewpoints on societal 
change: “What impact does industrialization have on societies?”  
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Figure 3.9 The evolution of society - future challenges 
The diagram above graphically illustrates that: 
 As society went through the transition from the Stone Age to the industrial age, 
the environment changed from being stable to an age of societal chaos; and  
 The chaotic environment impacted on society on a generational level. Where 
changes between generations were at first imperceptible, life has become 
tumultuous and there are now clear distinctions between generations. 
The implication for leaders everywhere is that they need to be aware of the 
potential societal chaos which would have an impact on their organisations. If a 
large portion of society is jobless then the pool of customers is reduced greatly. A 
smaller pool of customers would mean fewer opportunities for business on the 
one hand, but also potentially an increase in the crime rate, which in turn could 
throw society into greater chaos. 
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Bringing a different perspective and perhaps a ray of hope, Fairholm (2004:369) 
notes that scientists observe an inherent order in the universe that exists even in 
the midst of uncertainty and apparent chaos. This argument is echoed by Stumpf 
(1995:42) who states that at some level, or from some perspective, order does 
exist for some period of time. He notes that what appears to be chaos, if left 
alone, will conform to unspecified boundaries.  Wheatley (1999:13) argues that 
there is a relationship between order and chaos. She purports that these two 
forces are now understood as mirror images, in other words two states that 
contain the other. Wheatley argues that a system can descend into chaos and 
unpredictability, yet within that state of chaos the system is held within 
boundaries that are well-ordered and even predictable. She maintains that chaos 
is necessary for new creative ordering and that this has been known throughout 
time to most human cultures. She further purports that the survival and growth of 
systems are sustained by a few key principles that express the system’s overall 
identity combined with high levels of autonomy for individuals within that system. 
Having covered change at the societal level in this section of this chapter, some 
of the major conclusions that may be drawn are: 
 Society is constantly changing and that at an accelerated rate; 
 The different generations experience society and change differently; 
 The warning in the literature is of a social disruption that will lead to societal 
chaos. Although authors like Wheatley and Fairholm believe that there is 
order in the chaos, it is imperative that leaders have an understanding of how 
the disruption will impact on their organisations and be able to discern the 
order in the chaos; 
 Organisations do not operate in isolation. They operate within societies and 
the changes in society have a direct impact on them; 
 Leaders must therefore have an understanding of how society changes and 
what those changes mean for their organisations; and 
 Leaders must understand how change impacts on the various generations 
within their organisations and how to manage the different perceptions. 
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Having come to these conclusions, attention can now be given to one of the most 
important factors shaping society today, namely globalisation. 
3.4.2. Globalisation 
The same way that global warming has had a tremendous impact on the earth’s 
environment, globalisation is creating an enormous impact on societies around 
the world. As a result of global warming, weather patterns are changing in some 
areas and the ferocity of the wind has increased in some areas. For example, 
Hurricane Katrina hit the shores and devastated New Orleans in the United 
States of America in 2006. Similarly, globalisation has increased the degree of 
change in many societies. 
Globalisation is generally defined as the denationalisation of clusters of political, 
economic, and social activites that destabilise the ability of sovereign state to 
control activities on its territory (Zekos, 2003:7). The term globalisation refers to 
the shift from a world in which economies were relatively isolated from each other 
(by distance, time zones, cultures, government regulations, language and the 
like) towards a more integrated and interdependent world economy (Hill, 2000:4).  
It is a complex legal and social process that takes place within an integrated 
whole, without regard to geographical boundaries, that promote greater economic 
interdependence among countries. The drivers of globalisation include issues 
such as the declining trade and investment barriers and developments in 
technological changes seen over the past decade or so (Brand, 1997:29). 
Furthermore, it differs from international activities that arise among states as well 
as multinational activities that occur in more than one country (Zekos, 2003:7).  
Globalisation combines the elements of internationalism and multinationalism as 
a more advanced stage of integration among countries (Hartungi, 2006:729).  
Globalisation emerged in the 1970s (Saul, 2005:3). Financial scholars such as 
Walker and Fox (1999:2) define globalisation from a financial point of view and 
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argue that globalisation has gone through three phrases in terms of the 
international capital finance system (Perkins, 2003:464). These three phases are 
(Grahl, 2002): 
 First phase (1970’s): During this period a world market in currencies 
developed. Currencies were now being bought and sold on the international 
foreign exchange markets around the clock; 
 Second phase (1980s): Public finance globalization began with the growth of 
international bond markets for state debts, early in this period. The growth of 
foreign direct investments also started in the early 1980s (Zekos, 2003:5); and 
 Third phase (1990s): The public finance was extended to corporate finance. 
Enabled by technology, finance capital exists in the abstract, unlike the 
spatially-bound working populations around the world. The development of 
financial globalisation was therefore enabled by the cumulative effect of free-
floating currencies.  
The impact of globalisation on developing countries has been significant. It has 
intensified interdependence and competition between economies and as a result 
domestic economic developments of developing countries are no longer 
determined entirely by domestic policies and market conditions (Hartungi, 2006: 
729). The new opportunities include greater access to global markets and 
accelerated technology transfer from developed countries. On the other hand 
however, developing countries are facing new challenges such as volatility in 
financial markets, abuse of labour and environmental degradations (Hartungi, 
2006:729). 
Focusing on the challenges brought by globalisation, Saul (2005:3) argues that 
after three decades of globalisation the results can now be seen and that these 
include remarkable successes as well as some disturbing failures. Saul (2005:3) 
further argues that the clear idea of globalisation is slipping away and that the 
world is entering an atmosphere of confusion as the field is crowded with other 
competing ideas, ideologies and influences ranging from the positive to the 
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catastrophic. Competing ideas are mostly fueled by the realisation that 
globalisation is not all good. For example, third world countries no longer have 
control over Third World development. Only what suits corporations will be 
developed (Saul, 2005:3). The development of the Third World is therefore 
increasingly being seen as a process of vast, systematic, institutionalised and 
legitimised plunder (Trainer, 2000:50). These challenges have naturally raised 
concerns and a call from different frontiers for a different approach. The world 
can therefore not be sure what is coming next, thus creating a current period of 
uncertainty (Saul 2005:4). 
3.4.3. Understanding the dynamics external to a system 
Senior (1997:18) purports that organisational systems, themselves, are 
conceptualized as operating in temporal, external and internal environments 
whose elements interact with each other to form the ‘triggers’ of change. She 
describes these environments as: 
 A temporal environment is one which influences organisations in at least two 
ways: 
o A general way through cycles of industry-based innovation which 
move organisations through major series of developments; 
o A more specific way through the life cycle of the organisation itself; 
 The external environment includes the political (including legal), economic, 
technological and socio-cultural environments as well as those factors which 
are pushing for globalization and increasing concern with the physical 
environment; and 
 The internal environment to some extent consists of those organisational 
changes which are the first-line responses to changes in the external and 
temporal environments. 
These, Senior argues, are significant in bringing about organisational changes. 
Senior (1997:20) further states that the key challenge to organisations is to 
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achieve external adaptation and internal integration. This in turn requires an 
understanding of how the formal aspects of organisational life respond to 
pressures from the internal, external and temporal environments. It inevitably 
translates into understanding how change is leveraged through strategy, 
structure and operational processes. These environmental factors are graphically 
depicted in Figure 3.10 on page 56. 
 Figure 3.10 suggests that: 
 The organisation does not operate in isolation; 
 It is impacted upon by external factors which include political , socio-cultural, 
economic and technological factors; 
 It is further impacted upon by its temporal environment; and 
 There are also internal factors that drive change from within the organisation. 
Figure 3.10 highlights a number of examples of the external drivers of change, 
although the list is by no means exhaustive. These factors are expanded upon in 
the next section. 
3.4.4. South African organisational environment 
These conclusions are important for the South African organisation as South 
Africa forms part of the developing countries. South Africa has gone through 
significant changes in the last decade. Suggestions of a different approach could 
naturally imply more changes for the country. Having therefore considered 
change at societal level, including globalisation, this section will focus on change 


















































































































































































































































































































   



































































































































































































































































Veldsman (1995:37) states that the landscape within which an organisation 
establishes itself forms the context of change from which this institution takes its 
bearings as a functional entity. Leaders therefore have to be aware of the 
environment within which they have to operate their businesses. The South African 
landscape, in particular, has changed in the last decade and has brought specific 
challenges for the leaders in this country. External factors such as new legislation, 
globalization, diversity and HIV/AIDS are forcing organisations to change. Many 
leaders are, however, finding that change does not always come naturally to 
organisations and that they have to deal with a level of resistance to adaptation. As 
previously stated, Valle (2002:218) argues that organisations differ in availability of 
resources and routines and therefore differ in their capacity for adaptation and 
resistance to adaptation pressures from a dynamic environment. Leaders therefore 
have to deal with the resistance that accompanies change.  
The post-apartheid South Africa has been faced with a new type of interaction 
between capital, labour and the state. Factors such as globalisation, sustainable 
development, black economic empowerment and corporate governance 
(Tempelhoff, 2003:15) are some of the influences in changing this pattern of 
interaction. Denton and Vloeberghs (2003:84) state that an evaluation of the factors 
impacting on businesses in the past ten years indicates that South Africa has 
witnessed irreversible changes which have been earmarked by a whole set of 
political, social and economic changes, and which have deeply influenced the life of 
this nation. Businesses are therefore forced to change the way they are run. 
The following are a few examples of the drivers of change that have had a significant 
effect on business in the South African context. 
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3.4.4.1. Political factors 
3.4.4.1.1. Politics 
Although South Africa has not directly been involved in any wars for many years, 
there are many South African organisations with interests in countries where the 
likelihood of war is a lot more probable. Examples include the Democratic Republic 
of Congo and Burundi. There has been as growing interest in expanding beyond the 
borders of South Africa into the greater Africa by South African companies. 
Expanding further north inevitably means having to deal with more uncertainty and 
volatility. 
3.4.4.1.2. Trade union activities 
Trade unions are key stakeholders in many economies. In South Africa in particular, 
trade unions have played a major role in transforming the country from an apartheid 
society to a democracy. Trade unions continue to play a role in the governance of 
the country and can have a tremendous impact on an industry and in organisations 
where they are active (Swanepoel et al, 1998:619). 
3.4.4.2. Legislation 
The past decade has seen the design and implementation of new laws that have 
fundamentally changed the way businesses are managed. These include, among 
others: 
The Employment Equity Act, has perhaps had the greatest impact on 
organisations in terms of labour legislation. The most fundamental being the 
requirement that, businesses have to address the issue of equity; 
The Skills Development Act and the Skills Levy Act have further put pressure on 
organisations to change the way employees are developed. Linking up with the 
Employment Equity Act, the spirit of the Skills Development Act is to encourage 
businesses to invest in the upliftment of skills in South Africa;  
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The Labour Relations Act and the Basic Conditions of Employment Act have 
greatly impacted on the relationships that organisations have with their employees. 
These two acts caused businesses to revisit their policies and procedures and make 
some major adjustments; 
The Access to Information Act’s basic intention is to foster a culture of 
transparency and accountability in public and private bodies by giving effect to the 
right of access to information and to actively promote a society within which the 
people of South Africa have effective access to information to enable them to more 
fully exercise and protect all of their rights. The act affects both public and private 
enterprises; and 
3.4.4.3. Corporate Governance 
Corporate governance was first institutionalised in South Africa with the publication 
in 1994 of the first King Report on corporate governance. It is essentially the practice 
by which companies are managed and controlled and encompasses the following 
(Naidoo, 2002:1): 
 The creation and ongoing monitoring of a system of checks and balances to 
ensure a balanced exercise of power within a company; 
 The implementation of a system to ensure compliance by the company with its 
legal and regulatory obligations; 
 The implementation of a process whereby risks to the sustainability of the 
company’s business are identified and managed within agreed parameters; and 
 The development of practices which make and keep the company accountable to 
the broader society in which it operates. 
It is predicted that the twenty-first century will become the century of governance 
with wide ranging strategies and technologies for the improvement of the manner in 
which corporations operate will become the rule (Tempelhoff, 2003,6). 
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3.4.4.4. Economic factors 
Some of the economic factors that are currently affecting South African organisations 
are globalisation, black economic empowerment and the power of the consumer. 
These are discussed below. 
3.4.4.4.1. Globalisation 
Globalisation has been discussed in more detail previously in this chapter. It is 
important to note that those South African organisations that engage in cross-border 
trade and investments have to recognise that the task of managing an international 
business differs greatly from managing a national one. Issues such as culture, 
political systems, economic systems, legal systems and levels of economic 
development play a big role in the way the organisation is managed. The task of 
managing a business in the global village is therefore much more complex than in a 
purely domestic business (Hill, 2000:5). The post 1994 South Africa has increasingly 
been exposed to the global village with an increasing number of businesses having 
to adjust to the new environment. 
Denton and Vloeberghs (2003:86) state that with globalisation, national managerial 
concepts have had to follow those of the international arena and meet the same 
challenges in a world arena that is not static and hence a continually changing 
environment. Denton and Vloeberghs (2003:86) therefore conclude that adaptability 
is the key to success and that flexibility, responsiveness, decisiveness and speed will 
be the qualities on which companies have to put a premium if they want to succeed. 
3.4.4.4.2. Black Economic Empowerment 
“Black Economic Empowerment presents an opportunity for South Africa to break 
the cycle of underdevelopment and continued marginalization of the majority of 
people within the mainstream economy, thereby launching the country onto a course 
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of sustained, even spectacular, rates of economic growth” (Report of the BEEC, 
2001:1). It is expected that the private sector will recognize its collective 
responsibility to invest in the country and assist government in achieving 
development goals. The companies that supply government departments are 
affected the most as their BEE credentials determine whether they would be 
accepted as suppliers in the procurement process. 
3.4.4.4.3. Power of the consumer 
Jenner (1994:21) argues that the hierarchical, bureaucratic organisational and 
management model was developed largely during the last 150 years in an 
environment in which producers and sellers exercised substantial monopoly power. 
A consequence thereof was that consumers possessed little power. The increase in 
wealth and cheaper and more powerful information technology has, however, led to 
a shift in power from business to consumers during the past century. He argues that 
a direct relationship exists between the power held by consumers and the pattern, or 
structure, of power relationships that characterize an organisation. The shift in power 
has resulted in a greater number and rapidity of changes in product variety, 
consumer demand and market fluctuations (Jenner, 1994:21). The increase in power 
of the South African consumer has particular importance in the light of the 
emergence of the black consumer as black people are starting to earn higher 
salaries. 
3.4.4.4.4. Competitors  
The degree of rivalry in an industry contributes to the amount of changes an 
organisation may have to contend with. Rivalry in an industry is determined by, 
among other factors (Ghemawat et al, 1999:27): 
 The barriers to entry and exit in the industry; 
 The number and relative size of competitors; 
 The industry’s basic conditions, for example, excess capacity, slow growth and 
lack of product differentiation; and 
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 The diversity among competitors and the strategic value they place to their 
positions in the industry. 
3.4.4.4.5. Suppliers 
The relationship between organisations and their suppliers have important co-
operative as well as competitive elements (Ghemawat et al, 1999:31). An 
organisation has to be aware of changes that may affect its suppliers and therefore 
indirectly affect the organisation.  
3.4.4.5. Socio-cultural factors 
The two socio-cultural factors posing some serious challenges for South African 
organisations are the shortage of skills and HIV/AIDS. Other factors that have an 
impact on organisations include gender issues and business ethics. These are 
discussed below. 
3.4.4.5.1. Skills shortage 
The gap between demand and supply of labour in South Africa has increased at an 
alarming rate since 1976 (Swanepoel et al, 1998:114). The legacy of Apartheid in the 
country has distorted the resource allocation in the labour market, which has 
imposed heavy burdens on society and the economy. The result has been that vast 
numbers of the economically active population are not equipped to make meaningful 
contributions to the economy. This has a direct impact on South African 
organisations’ ability to compete on a global level (Swanepoel et al, 1998:477). In 
addition to the skill shortage challenge facing organisations, leaders also have to 
deal with the fact that HIV/Aids is increasingly impacting on the available labour 
resources. 
3.4.4.5.2. HIV/AIDS 
Whiteside and Sunter (2000:108) state that, where HIV/AIDS is concerned, there are 
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two realities facing managers: 
 There will be a steady increase in illness and death in South Africa and much of it 
among the working-age population, and 
 There is little information on the impact HIV/AIDS has on business, in particular 
not in the public domain. 
Whiteside and Sunter (2000:99) quote the following examples of how the effects of 
HIV/AIDS are depressing profits: 
 Absenteeism is increasing not only because of ill health, but also because 
workers take time off to care for their families and for funerals; 
 The morale of the workforce is sagging; 
 Sick workers are less productive at work and cannot carry out the more 
demanding physical jobs; 
 Accidents occur more frequently because of fatigue in the workplace; 
 Employees who die or retire on medical grounds have to be replaced by people 
who may be less skilled and experienced and therefore require training; 
 The average age and experience of workers decline as the proportion of new and 
younger recruits rises; 
 Employers are increasing the size of their workforce to provide for deaths during 
apprenticeship and because of absenteeism generally; 
 As skilled workers become scarcer, wages have to be increased for the limited 
pool available; 
 The communities in the neighbourhood of a business are needing more support 
to weather the crisis; 
 The costs of healthcare, medical aid, and hospitalization are rising; 
 Where companies have granted credit to customers for purchases and those 
customers are dying of AIDS, the balance of the loans have to be written off; and 
 Growth in the volume of sales, and in some cases the actual volume of sales 
itself, is declining as the market shrinks through sickness and death. 
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3.4.4.5.3. Gender issues 
Although the last few years have seen an escalation in female leaders in 
organisations, women still feel the invisible barrier that prevents them from 
advancing beyond a certain level. Organisations are therefore increasingly faced 
with pressure to recognise women as active partners (Lussier, 1997:77). There is 
also a continuous call for organisations to become more sensitive to women’s needs. 
This inevitably means a shift in attitude and therefore behavioural changes in the 
organisation. 
3.4.4.5.4. Business ethics 
The exposure of scandals in companies like Enron, WorldCom and Leisurenet in the 
last few years have placed renewed emphasis on ethical behaviour in organisations. 
The ongoing media coverage of executive corruption, deception and greed has 
alerted shareholders to be more careful in where they invest their money. It has also 
alerted leaders in organisations to the fact that they need to give due cognisance to 
whom they enter into partnerships with. Furthermore, organisations have to be 
aware of the fact that ethical values differ from one business environment to the 
next, one industry to the next and from country to country (Kuper, 2006:13).  
3.4.4.6. Technological factors 
Computers were first used for data processing to replace manual clerical functions in 
the financial area (Lussier, 1997:608). The financial industry, chosen for this study, 
has therefore lived with the impact of technology for longer than most other 
industries.  
The computerisation of processes in organisations is one of the major drivers of 
structural/technical change. The organisation’s ability to keep up with changes in 
technology may threaten the organisation’s competitive position and possibly even 
its survival (Lussier, 1997:604). Smit and Cronje (1992:28) state that the 
technological environment is continually responsible for the pace of innovation and 
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change. Technological changes have therefore caused some fundamental changes 
in how businesses are run. Some of the most significant changes include: 
3.4.4.6.1. The Internet and the World Wide Web  
The impact that the Internet has had on how businesses are run has been 
phenomenal. It has increased the speed in which business is done and has been 
one of the most important factors contributing to the creation of a global village. The 
Internet has broken through the traditional barriers across countries and has made 
communication almost instant (Hill, 2000:10). It also offers South African businesses 
a new way of reaching customers in previously difficult to reach areas as South 
Africa is a mixture of urban and rural areas. Furthermore, the use of the Internet for 
decision support is becoming one of the cornerstones of modern management 
(Turban & Aronson, 1998:9). 
3.4.4.6.2. Transportation technology 
Containerisation has drastically changed the transportation business and has in the 
process significantly lowered the cost of shipping goods over long distances (Hill, 
2000:11). This is echoed by Melnyk and Denzler (1996:559) who state that 
transportation technology has freed organisations from geographic limits by allowing 
them to transmit goods quickly and cost effectively.  The implication for South African 
businesses is that they can now export their goods to the rest of the world at lower 
costs. The flip side being, however, that the rest of the world can get their goods to 
South Africa at a lower cost as well, posing a threat to local business (an example is 
cheap clothing imports from China and the impact on the Western Cape, traditionally 
the SA clothing industry center). 
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3.4.4.6.3. Production technology 
The advancement of technology has had an enormous impact on production lines 
and the implementation of new technology has had a profound effect on businesses 
(Brand, 1997:29). Technology has undoubtedly changed the way a manager’s work 
is performed. For example, managers can formulate plans better, make faster 
decisions and more clearly define the jobs that workers need to perform (Robbins 
and De Cenzo, 1998:40). In many cases it means a reduction of staff as machinery 
takes over the functions performed by people. Employees therefore often have to be 
retrained to cope with new technology and sometimes the changes means that 
employees have to be placed in new job roles. Furthermore, with the high levels of 
illiteracy in South Africa, this area has a profound impact on the country as a whole. 
The reduction in staff inevitably works against the government’s goal of job creation 
as well as contributes to the chaos in society as alluded to by Slabbert (1996:14), 
Toffler (1994:23) and Redfield (1962:425). 
3.4.4.6.4. Industry based innovation 
Innovation can be broadly defined as not only including new products, but also new 
processes, new management practices, new organisations and new strategies (Hill, 
2000:50). With the increasing availability of information and the advancement of 
technology, many industries have seen an increase in the rate of innovation. This 
accelerating nature of technology has become very visible in recent times (Kast and 
Rosenzweig, 1985:12). In some industries, like the IT industry, the turnover rate of 
innovation is so fast that products can become outdated within months. As with 
production technology, the high level of unemployment in South Africa is also greatly 
impacted upon by industry-based innovation. With the shortage of skilled workers, 
organisations have a limited pool of people who are able to drive the innovation 
processes. 
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3.4.5. Change in the financial services sector 
The one industry where many of these factors are very evident is the financial 
services industry, which has been chosen as the target sector for this study as it is 
an important segment of the national economy and one of the biggest employers of 
labour in South Africa (Vermeulen, 2003:67). The environmental factors discussed in 
the previous section have varying degrees of impact on the different industries and 
the organisations in those industries, including the financial services sector. As one 
study including different industries would have too many variables to make such a 
study feasible within the timeframe allocated for this study, the scope has been 
narrowed down to this one industry.  
The financial services sector is large and diverse and covers banks, building 
societies, insurance and investment companies and increasingly companies form 
other fields setting up financial operations (Hughes, 2001:222). This industry 
accounts for a sizable number of the world’s leading companies and has a critical 
role to play on the economics of every country and thus in world economic order as a 
whole (Carey, 2001:24). Furthermore, the financial services industry is perhaps the 
best example of an industry facing a highly turbulent environment (Henson and 
Wilson, 2002:408). The whole industry’s business is centered on taking risks in 
conditions of uncertainty (Carey, 2001:24). One of the key challenges for 
organisations in this industry is therefore that the financial world is in a constant state 
of flux (Carey, 2001:26). 
This is a massive move away from the past. In the past the industry has traditionally 
been regarded as a conservative industry where the pace of change was such that 
strategy could be defined and implemented incrementally (Trethowan and Scullion, 
1997:60). As a result of regulatory and environmental changes however, this 
historically stable industry (Henson and Wilson, 2002:407) embarked on a period of 
transformation that was so massive that it was referred to as the “big bang” 
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(Trethowan and Scullion, 1997:60). This has resulted in the effective management of 
change being the only route to organisational survival (Ockenden, 1995:3).  
The environmental changes that impact on this industry include: 
 Changing lifestyles and increased affluence have led to higher service 
expectations (Trethowan and Scullion, 1997:63); 
 Consumers are increasingly turning to one-stop shops to save time and effort 
(Henson and Wilson, 2002:408); 
 Products are no longer seen as providing banks with sustainable competitive 
advantage (Trethowan and Scullion, 1997:64); 
 Deregulation (Drew, 1996:23); 
 The impact of technology on traditional financial services companies is multi-
faceted (Hughes, 2001:223). This includes increased focus on relational 
databases and e-commerce (Trethowan and Scullion, 1997:90). Historically 
financial firms have been leading adopters of information technology (Drew, 
1996:23); 
 Deregulation, technological innovation and open financial markets have been the 
major causes of a wave of merger and acquisition activity world wide (Henson 
and Wilson, 2002:409); 
 The threat that supermarkets will increasingly capitalize on their existing 
customer relationships to gain a larger share of the retail financial services 
market (Carey, 2001:25); and  
 Banks facing loss of deposits to mutual funds (Drew, 1996:23). 
In addition to the above, in the South African context, factors leading to changes in 
the financial services include (Vermeulen, 2003:66): 
 Competition from international banks; 
 Unemployment and uncertainty in job security situations. Banks are not attracting 
new monies from personal investors and savings are at their lowest levels; 
 Amalgamations in all sectors of the financial industry; 
 Liquidation and curatorship of banks; 
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 Customers becoming much more sophisticated and demanding; and 
 Closing down of branches in rural areas (with many banking employees losing 
their jobs). 
It is clear from the insights in this section that organisations in the financial services 
industry face significant challenges and would need to have the necessary resilience 
to deal with constant change.  
3.4.6. Change at an organisational level 
So far in this chapter, change has been discussed at societal level, in the South 
African context as well as at industry level. This section will look at the context of 
change at an organisational level. 
Scott (1981:136) states that organisations, that is formal business, started to 
dominate the landscape in the modern industrialized societies. He argues that their 
emergence as an ubiquitous building block of society is one of the great social 
transformations that distinguishes the modern from the pre-modern world. He further 
suggests that organisations were created by and helped to produce the changes that 
brought about the development of modern society. In a similar pattern of thought, 
Sullivan (1999:420) states that organisations are socially created systems that are 
only the social interactions and communications that occur in response to people’s 
individual and shared expectations. Stated differently, organisations are, at a 
particular level, one of the most important social institutions. This is echoed by Scott 
(1981:4) who states that organisations are a prominent, if not the dominant, 
characteristic of modern societies and that most analysts conceived of organisations 
as social structures (systems) created by individuals to support the collaborative 
pursuit of specified goals. 
The authors above clearly describe organisations as systems. In the quest to 
understand organisations it is therefore important to understand systems and how 
they function. In this context Turban and Aronson (1998:34) define a system as a 
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collection of objects such as people, resources, concepts and procedures intended 
to perform an identifiable function or to serve a goal. They further state that all 
systems are actually subsystems because all are contained within some larger 
system. The organisation could therefore be seen as a subsystem of society. 
Similarly Senior (1997:5) describes an organisation as a system of interacting 
subsystems and components set within wider systems and environments. These 
environments, Senior argues, provide inputs such as capital and human resources to 
the system and receive outputs in the form of products or services from the system. 
Senior therefore sees organisations as open systems. 
Furthermore, Ackoff (1981:15) defines a system as a whole that cannot be divided 
into independent parts. Ackoff states the following conditions for a system: 
 The behaviour of each element has an effect on the behaviour of the whole; 
 The behaviour of the elements and their effects on the whole are interdependent; 
and
 However subgroups of the elements are formed, each has an effect on the 
behaviour of the whole and none have an independent effect on it. That means 
that the elements of a system are so connected that independent subgroups of 
them cannot be formed.  
It could therefore be concluded that organisations: 
 Are systems that have been brought about by individuals in society, who have 
shared expectations and goals; 
 Interact with society and bring about changes in society; 
 Are made up of a collection of objects that interrelate and give rise to emergent 
properties in the system; and 
 Are held together by relationships. 
Figure 3.2 on page 32 illustrated that change occurs as a result of external or an 
internal initiator. In discussing change at an organisational level, and having 
discussed the external factors impacting on organisations, this section will highlight 
some of the internal dynamics of the organisation. 
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3.4.7. Internal drivers of change 
Figure 3.10 on page 56 graphically depicts the external and internal factors driving 
change in organisations. Some of the external factors were focused upon earlier in 
this chapter. This section will highlight some of the more significant internal factors 
that drive change in an organisation. 
3.4.7.1. Diversity 
Lussier (1997:73) defines diversity as "the degree of differences among members of 
a group or organisation". One of the results of the implementation of the 
requirements of the Employment Equity Act has been a workforce that is becoming 
increasingly diverse. According to Swanepoel et al (1998:389) it is of utmost 
importance to understand and manage diversity effectively in order for South African 
organisations to survive.  
McFarlin, Coster and Mogale-Pretorius (1999:70) outline the cultural values of three 
key groups in South Africa: 
Table 3.3: Predicted differences among major South African cultural groups [McFarlin, Coster 
and Mogale-Pretorius (1999:70)] 
  South African cultural groups  
Cultural dimension Afrikaner Anglo African 
Uncertainty avoidance High Low Very high 
Power distance High Moderate High 
Individualism vs. collectivism Individual Individual Collectivist 
Masculinity vs. femininity Masculine Masculine Feminine 
Long-term vs. short-term Long-term Long-term Short-term 
 McFarlin et al’s predictions have profound implications for leaders in South Africa. 
The findings emphasize the differences between the cultural groups and imply that 
these groups would need to be led differently. Of particular interest for this study is 
the difference in levels of uncertainty avoidance. Leaders need to be acutely aware 
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of the level of uncertainty avoidance within the groups they have to manage and lead 
through change. 
3.4.7.2. The employment relationship 
The employment relationship is inherently complex as it exhibits the simultaneous 
need for cooperation between employees and leaders and a natural state of 
conflicting interests, perspectives and needs (Swanepoel et al, 1998:612).  In dealing 
with the conflicting interests, labour unions are often the vehicle used by employees 
to collectively protect and promote their interests (Robbins, 1998:578). The labour 
unions have been a strong element in driving change from within organisations. 
These changes could be negative or positive. Robbins (1998:579) argues that the 
research evaluating the specific effect of unions on productivity is mixed. Some 
studies found that the unions had a positive effect on productivity (probably as a 
result of improved labour-management relations) while others found that unions 
negatively impact on the productivity by contributing to a poorer labour-management 
climate (ibid). Although there could be negative aspects to union involvement in an 
organisation, it is important to note that the collective aspects of employment 
relations have played a significant role in the historical development of human 
resource management in South Africa (Swanepoel et al, 1998:612). 
3.4.7.3. The life-cycle of the organisation 
Every organisation goes through various stages as it grows and develops. As an 
organisation grows, it must of necessity change as it enters the next stage (Senior 
1998:42).  A key force driving an organisation’s life-cycle is the creation and diffusion 
of knowledge. This is accompanied by demand growth and technology which have 
implications for the organisation’s structure and sources of competitive advantage 
(Grant, 1997:243). Senior (1998:42) therefore argues that it has therefore become 
necessary for leaders to have some models and techniques for diagnosing the type 
of change situation prevailing at any one time in order to determine what kind of 
change approach to take. 
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In addition to the above insights into environmental factors, Scott (1981:171) refers 
to four types of fields in the environment: 
 Placid, randomized environments in which the resources required by an 
organisation are unchanging and randomly distributed; 
 Placid, clustered environments in which resources are unchanging but clustered 
so that location becomes an important factor in survival; 
 Distributed-reactive environments in which the availability of resources is 
determined by the actions of organisations, and an organisation’s survival is 
dependent on the use of strategies that take into account the behaviour of 
competitors; and 
 Turbulant environments in which all organisational actors are interconnected and 
the organisational field or network itself becomes a force in the situation. 














Figure 3.11 Resources and the environment 
Scott (1981:175) further argues that the environmental contexts in which 
organisations exist are changing at an accelerating rate towards increasing 
complexity as a result of the impact of technological change. This, he argues, means 
an increase in relevant uncertainty as well as an increase in the ratio of externally 
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induced change over internally induced change. Leaders therefore have to deal with 
the challenge of managing their organisations in an environment where uncertainty 
has become the order of the day. 
With so many internal and external forces compelling organisations to continually 
adapt, the business landscape has become a chaotic place. Leaders who do not 
understand the landscape have a diminished chance of ensuring that their 
organisations survive. Leaders must therefore not only understand the landscape, 
but should continually scan the environment for changes and interpret how those 
changes will impact on their organisations.  
3.5. Conclusion 
The major conclusions drawn in this chapter are that: 
 Change is initiated by external as well as internal factors; 
 There are various types of change of which the main combinations are frame-
breaking structural/technical change, frame-breaking behavioural change, 
incremental structural/technical change and incremental behavioural change; and 
 The context of change includes the greater society, globalisation, South Africa, 
the industry and the organisation. These inevitably impact on one another. 
Having focused on the types of change and the context in which they occur, the next 
chapter will focus and expand on the process of change. 
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CHAPTER 4 : CHANGE PROCESSES 
4.1. Introduction 
The previous chapter focused on the definitions of change, change types and the 
context of change. This chapter will expand on the literature review in the domain 
of change and specifically focus on the process of change within an organisation 
and how the organisation deals with change. The chapter’s focus in relation to 












Figure 4.1 Outline: Chapter 4 
The organisation is a social system comprised of relationships that are 
interdependent. These relationships are made up of three elements (Kast & 
Rosenzweig, 1985:110): 
 Activities are the tasks that people perform; 
 Interactions occur between people in the performance of these tasks; and 
 Sentiments develop between people. 
The three elements are mutually reinforcing in that joint activities lead to 
interaction and common sentiments (ibid).
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“Co-operative systems are constituted of individuals interacting as wholes in 
relation to a formal system of co-ordination. The concrete structure is therefore a 
resultant of the reciprocal influences of the formal and informal aspects of the 
organisation. Furthermore, this structure is itself a totality, an adaptive ‘organism’ 
reacting to influences upon it from an external environment” (Selznick, 1948:25). 
The organisation is a dynamic system that has to constantly change and adapt to 
the external and internal pressures in a continual process of evolution (Kast & 
Rosenzweig, 1985:110). Leaders therefore have to deal with the adaptation of 
their organisations to external influences.  
4.2 Understanding the dynamics within a system 
Harrington et al (1999:56) state that without understanding a system there is very 
little possibility of re-engineering it to do anything useful. They further state that 
lacking understanding of the old system (its function, purpose, design operation 
and value to the shareholders) makes it very difficult to create a new system. If 
people do not understand organisational processes involved as well as their 
nature and complexity, any steering may therefore produce an unfair and 
dysfunctional organisation (Espejo, 2004:671). 
4.2.1. The social exchange 
In understanding the internal organisational context, three forces need to be 
considered, namely the leader, the followers and the situation (Kast & 
Rosenzweig, 1985:380). Tannenbaum and Schmidt (1973:178) give an example 
of this approach which is illustrated in Table 4.1 on page 77. 
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Table 4.1:  The internal organisational context 
Leader Own value system 
Confidence in his or her subordinates 
Own leadership inclinations 
Feelings of security in an uncertain situation 
Follower(s) Independence-dependence needs 
Willingness to assume responsibility for decision making 
Tolerance for ambiguity 
Degree of interest in participating 
Degree of identification with organisation goals 
Knowledge and experience 
Expectations concerning participation 
Situation Values and traditions in the organisation 
Group effectiveness 
Nature of the problem 
Pressure of time 
A key element in the internal dynamics of the system is the leadership-
followership relationship which is a dynamic relationship. During times of change 
the relationship may be altered as a result of a shift in expectations (Kast & 
Rosenzweig, 1985:371). Figure 4.2 on page 78 illustrates how the organisational 
elements impact on each other. This diagram illustrates that the factors impacting 
on the dynamic relationship are the external environment, the organisational 
situation, the leaders and the followers. Thus adding another element to 
Tannenbaum & Schmidt’s model, namely the external environment. Followers 
depend on leaders for ideas, direction and support while leaders in turn depend 
on followers for meaningful contributions toward the organisational performance 
(Kast & Rosenzweig, 1985:371). In the process the leader’s legitimacy, 
competence, motivation, personality and perception of the situation will have a 
profound impact on the relationship (Hollander, 1978:44). The leader-followership 
relationship is a key element in times of change. As this relationship is a key 
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Human relations and morale
Managerial planning and control
External Environment
Figure 4.2 The Social Exchange [Adapted from (Hollander, 1978:44)] 
Figure 4.2 illustrates that one of the factors that impact on the social exchange is 
the organisational situation. The structure of the organisation, or type of system, 
will contribute to the organisation’s ability to adapt in times of change.   
4.2.2. Mechanistic systems versus organic systems 
The two major groupings of systems are mechanistic systems, which are adapted 
to a stable technology, and organic (also referred to as dynamism) systems, 
which are best adapted to the conditions of rapidly changing technology and 
environments (Kast & Rosenzweig, 1985:225). Where the stable mechanistic 
form provides for co-ordinations through the hierachical structure, the adaptive 
form establishes mechanisms for horizontal and diagonal integration (Kast & 
Rosenzweig, 1985:264) and therefore dynamism. The organic or adaptive form is 
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more appropriate during changing conditions that give rise to fresh problems and 
unforeseen requirements for action (Senior, 1997:93). The difference between 
the mechanistic and adaptive forms is illustrated in Table 4.2 below. 
Table 4.2:  Organisational characteristics of stable and adaptive structures [Source: Kast 
& Rosenzweig (1985:265)] 






Relatively closed. Attempts 
to select and minimize 
environmental influences 
and reduce uncertainty 
Relatively open. Designed to 
adapt to environmental 




More formality based on 
structure 




Specific, mutually exclusive 
functions and departments 
General, sometimes 
overlapping activities 
Co-ordination Primarily through the 
hierarchy and well-defined 
administrative procedures 
Multiple means and 
interpersonal interaction 
Authority structure Concentrated, hierarchic Dispersed, multiple 
Source of 
authority 
Position Knowledge and/or expertise 
Responsibility Attached to specific 
positions and/or roles 
Shared by many participants 
Tasks, roles, and 
functions 
Clearly defined and specified 
in organisation charts, 
position descriptions, and so 
on
Loosely defined and 
determined by 
circumstances, mutual 
expectations, and so on 
Interaction-
influence patterns 
Superior – subordinate, 
hierarchical 
Superior – subordinate, 
horizontal and diagonal 
Procedures and 
rules
Many and specific, usually 
written and formal 
Few and general, often 
unwritten and informal 
Stratification (in 
terms of power, 
status, 
compensation, 
and so on) 
More difference between 
levels
Less difference between 
levels 
Decision making Centralised, concentrated 
toward the top 
Decentralised, shared 
throughout the organisations 
Permanency of 
structural form  
Tends to be relatively fixed Continually adapting to new 
situations
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The most important thing that managers can do is to change their thinking from 
mechanism and determinism to appreciating and coping with relationships, 
dynamism and unpredictability (Jackson, 2003:131). Mechanistic systems are 
characterized by rigidly prescribed organisational structures (Kast & Rosenzweig, 
1985:225). Social systems are influenced by many different variables and are 
therefore complex evolving systems that can change the rules of their 
development as they evolve over time. The self-consciousness and free will of 
human beings, in particular, make it difficult to describe the social system in the 
same way as a natural system (Rosenhead, 1998). People think, learn and are 
able to react according to their own purposes against any law that is said to apply 
to their behaviour (Jackson, 2003:131).  
In an attempt to assist leaders in understanding their organisations Harrington et 
al (1999:55) state that a system produces emergent properties and that this 
infers the existence of the interconnections and interrelationships that create 
complexity.  It is the emergent properties that give a system life. Unfortunately 
most managers are ill equipped to deal with complex systems. The root of the 
problem is that humanity’s basis for solving problems and thinking about systems 
is reductionism and analysis (Harrington et al, 1999:55). This basis is about 
breaking the system down into smaller elements that can be analyzed, rather 
than the larger entity that cannot. The problem with this approach is that the very 
interrelationships and connections that make the system behave as a system are 
lost in the breaking down. 
Similarly Wheatley (1999:10) purports that scientists in many different disciplines 
which include physics, biology and chemistry are questioning whether people can 
adequately explain how the world works by using the machine imagery 
emphasized in the seventeenth century by such geniuses as Newton and 
Descartes. In Newtonian science things are taken apart, dissected and then put 
together (without significant loss) with the assumption that the more people know 
about the working of each piece, the more they will learn about the whole. 
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Wheatley (1999:10) refers to a new science and points out that the main 
difference between the new science and Newtonianism is a focus on holism 
rather than parts. She argues that systems are understood as systems and 
attention is given to relationships within those networks. This quantum 
mechanical view it is argued, shows a world in which relationship is the key 
determinant of everything. Wheatley (1999:10) therefore deduces that the 
unseen connections between what were previously thought to be separate 
entities are in fact the fundamental ingredient of all creation. This sense of 
“connectedness” forms the basis for a systems approach to the understanding of 
organisations. 
The thoughts expressed by the authors above are graphically depicted in Figure 
4.3 below. 
Newtonian : dissecting and reductionism
Holism: relationships and 
connectednessversus
Figure 4.3 Newtonian vs holism 
Figure 4.3 illustrates the two opposing views. The Newtonian approach dissects 
and uses reductionism when looking at the organisation while the holism 
approach focuses on the relationships and the interconnections. 
The authors mentioned in this section argue that understanding the organisation 
is fundamentally about understanding the interconnections and interrelationships 
among the subsystems in the organisations. Expanding on this view, Fairholm 
(2004:369) argues that: 
 Social scientists are recognizing that the organisational influence of new 
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science principles conform more to observable realities of social relationships 
than traditional theory; 
 Researchers can learn from the new sciences that information is the lifeblood 
of any open system and for maximum benefit leaders must recognize that 
information must flow from and to all levels of the organisation’s hierarchy; 
and  
 The new sciences confirm the need for continuous feedback loops to 
capitalize on creativity, internal organisational culture and external flows of 
information.  









































































Figure 4.4 The interconnections and interrelationships in the organisation 
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Figure 4.4 illustrates that: 
 The three important aspects of the system are information, relationships and 
feedback loops; 
 These three aspects span across all levels of the organisation; and 
 The organisation should have feedback loops tied to the environment. 
It is clear from the above that the challenge for leaders is to take a fresh 
approach in their understanding of organisations. Most importantly it is about 
understanding how the interrelationships function, feeding the people that make 
up those connections with information and to allow continual capitalisation of 
feedback loops with the environment. 
The concepts discussed above suggest very strongly, in the constant referral to 
relationships, that the individual is a very important subsystem in the 
organisation. 
4.3. Organising the living system  
The new sciences clarify how individuals can act independently and still 
contribute to the orderly and unified purpose of the organisation. The concept of 
autopoiesis, the process whereby a system produces its own organisation and 
maintains and constitutes itself in a space, is used to explain how it is possible 
(Fairholm, 2004:369). 
Wheatley (1999:20) describes autopoiesis as life’s fundamental process for 
creating and renewing itself for growth and change. She argues that: 
 A living system is a network of processes in which every process contributes 
to all other processes and the entire network is therefore engaged together in 
producing itself; 
 Change is therefore only prompted when an organism decides that changing 
is the way to maintain itself. The system therefore chooses whether to accept 
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a provocation and respond when the environment offers new and different 
information; and  
 A living system can self-organize to a higher level of complexity, in other 
words a new form of itself that can deal better with the present environment, 
as long as it can maintain its identity.  
Once a system has decided to go through a change, that change initiates a 
process. The change process comprises of the following aspects (Powell, 
2001:20): 
 The change initiator. The initiator of the change must find a mechanism for 
the change to proceed; 
 The mechanism becomes the conduit that facilitates the change; 
 The barriers or obstacles that occur along the way, that are either mitigated or 
eliminated; 
 The opportunities that also arise along the way. These opportunities may 
arise from the barriers or obstacles and can create other change initiators; 
 The step-by-step change activities. These activities provide enablers for the 
change as it progresses. These activities can take the form of information 
dissemination, soliciting and acquiring participation from interested parties, 
management action, employee action, and general encouragement for all 
change participants; and 
 The final resultant change 
During that process the system frequently experiences barriers or obstacles for 
which leaders have to develop mitigation or elimination strategies (ibid). These 
barriers and obstacles add to the chaos in the process.  
4.3.1. Simultaneous presence of order and disorder 
One of the key challenges that leaders face in an environment that is turbulent, is 
finding the balance between order and disorder. In other words, ensuring that the 
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organisation is sufficiently rigid so that change can be organized to happen, but 
not so rigid that change cannot occur (Brown & Eisenhardt, 1998:11). Wheatley 
and Kellner-Roger (1996:4) state that if a system has too much order, it atrophies 
and dies, and if it lives in chaos, it has no memory. 
While the importance of change and the organisation’s ability to adapt has 
received great emphasis, it is also important to recognize the need for system 
maintenance and stability (Kast & Rosenzweig, 1985:619). Both order and 
adaptation are therefore essential for the organisation’s survival and growth. 
“There is therefore a clearly recognized need to learn how to construct, how to 
adapt, how to change organisation in a manner better matched to human 
aspiration. How to organise human effort effectively into complex, specialized 
structures within a rapidly changing environment, while maintaining the integrity 
of the system, is a major concern of our time” (Kast & Rosenzweig, 1985:619). 
As mentioned in the previous chapter, the chaos within which organisations find 
themselves is triggered by factors in the environments in which they operate. In 
order to deal with the chaos leaders must understand: 
 The system within which they operate as well as the complexity thereof; 
 That relationships are key to the system and through these relationships and 
interconnections there is a constant flow of creativity; 
 The relationships and interconnections cannot be observed and understood 
by breaking the system down into smaller parts. Leaders therefore need to 
take a more holistic view; 
 Information and feedback loops are important for a healthy system; and 
 Leaders have to almost take a leap of faith and trust that there is order in the 
chaos.







Figure 4.5 Balance between order and chaos 
Figure 4.5 suggests that: 
 Autopoiesis is key to the organisation’s existence; 
 The relationship with the environment and the feedback received from the 
environment is important; and  
 The organisation has to find the balance between order and chaos, which 
translates into the balance between commitment and flexibility. 
The challenge for leaders is therefore to allow the system to respond to the 
feedback received from its environment. Keene (2000:16) suggests that the 
system is in a continuous flow of creativity, changing and becoming. Allowing the 
creative process of responding to the environment is not easy, as managers tend 
to see the world in a mechanistic way. This mechanistic view translates into a 
belief that fluctuations and disturbances are seen as signs of trouble. Leaders 
tend to associate control with order. A state of order is what many would see as 
the desired state in the event of the existing system signaling its intent to adjust 
and reorganize itself (Keene, 2000:16). 
It is the leader’s responsibility to maintain a dynamic equilibrium in the 
organisation which would include the following dimensions (Kast & Rosenzweig, 
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1985:620): 
 Enough stability to facilitate the achievement of goals; 
 Enough continuity to ensure orderly change in either ends or means;  
 Enough adaptability to react appropriately to external opportunities and 
demands as well as changing internal conditions; and 
 Enough innovativeness to allow the organisation to be proactive (initiate 
changes) when conditions warrant it. 
Finding the balance between order and disorder is difficult to reach and sustain 
as it requires a balance between the forces promoting stability in an organisation 
and those forces that constantly challenge the status quo (Jackson, 2003:122). In 
order to fuel those forces that challenge the status quo, leaders must encourage 
self-organisation and leverage off the diversity of perspectives and creativity that 
exist within disorder. 
4.3.2. Disorder as motivational and creative factors 
The diversity of perspectives that exist in disorder is the source of innovation as 
different groups engage in dialogue and learning, and entertaining alternatives to 
the status quo (Jackson, 2003:123). As the organisation allows the creative 
tension that exists in the disorder, to fulfill its purpose, the creative that is 
unleashed may allow the organisation to climb to higher or new peaks (Jackson, 
2003:123). Leadership efforts that try to eliminate disorder and control behaviour 
will therefore destroy the system’s ability to reorganize itself Stumpf (1995:41). 
Key to the creative process is the relationships among people in an organisation. 
As these relationships connect, information circulates feely and in turn creates 
new business and propels people into new relationships (Wheatley & Kellner-
Roger, 1996:6).  
It should be noted however that creativity and innovation will only accompany 
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change when attention is given to (Senior, 1997:307): 
 The characteristics of the people involved as well as how the different 
cognitive styles can contribute to the creative design and implementation of 
change. The employees involved must have the ability (intelligence, technical 
knowledge, communication skills) to participate in the creative process 
(Robbins, 1998:209); and 
 The presence of a creative organisational climate in which people of all 
creative thinking styles can flourish. In other words, the organisation’s culture 
must support employee involvement (Robbins, 1998:209) 
The ability to create and innovate in the midst of disorder is a crucial factor for the 
organisation in its transformation from one state to the other. While the 
organisation goes through a disruption the employees create a new stability as 
they realign themselves with the new reality. In order for the new reality to be of a 
higher order than the old reality, the organisational climate much allow people to 
be innovative in the chaos. 
.
4.3.3. From stability to higher-order stability 
Wheatley (1999:20) argues that disruptions, confusion and chaos need not be 
interpreted as if the organisation is about to be destroyed, but rather that these 
conditions are required to awaken creativity in the regulating leadership ranks. 
Harrington et al (1999:55) echo Wheatley in that they state that a complex 
system can erupt into chaos whilst new stable structures can emerge from the 
chaos.  
In this context, Keene (2000:16) argues that people should accept that they are 
participants in the creative process of their environment and that they must 
therefore allow a flow of events rather than trying to control the flow. This, Keene 
argues, may reduce the pain of resistance to change to a large extent as well as 
reduce the stress experienced as a result of people’s need to control and predict. 
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Keene (2000:15) argues that an ever-changing environment demands that 
people let go of their fear of the unknown and go forward to meet the uncertainty 
that awaits them.  





Pressure from the 
environment to 
change
Stable system Chaos New stable system
Figure 4.6 The creative process induced by the environment 
Figure 4.6 illustrates that the organisation receives pressure from the 
environment, decides to change, enters into a state of chaos and then settles into 
a new stable structure.  
In order to respond effectively to the frequent call for change from one form to 
another, the organisation needs to acquire the ability to continually adapt to the 
new demands. As the system is faced with continual changes, the employees 
have no opportunity to internalize the normal sequence of transitions (Sparrow, 
2000:204). The unpredictability of change referred to in chapter two, makes it 
impossible for the organisation to create a set of rules to apply in all types of 
change. Change by nature can be unpredictable and bring with it uncertainty. 
Preparing for change therefore becomes futile as the organisation is not able to 
predict how and when the change will occur (refer to the metaphor used in 
chapter two). Furthermore, Harrington et al (1999:55) warn that there is no 
guarantee that the new order will be better than the old.The organisation 
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therefore has to adopt the ability to constantly learn and be agile in order to 
succeed in its reponses.  
4.3.4. The learning organisation 
Individuals change through education and experience while groups of individuals 
have organisational experiences that lead to change (Kast & Rosenzweig, 
1985:617). 
Learning refers to a permanent change in behaviour as a result of experience 
(Robbins & de Cenzo, 1998: 315). Lussier (1997:262) defines a learning 
organisation as: “The learning organisation has a culture with a capacity to learn, 
adapt, and change with its environment to continuously increase customer 
value”. Senge (1990:3) defines a learning organisation as a process or network: 
“where people continually expand their capacity to create the result they truly 
desire, where new and expansive patterns of thinking are nurtured, where 
collective aspirations are set free, and where people are continually learning to 
see the whole together”. An empowered workforce, operating under favourable 
group dynamics that allow new mental models to emerge, is needed for learning 
to take place in an organisation (Jackson, 2003:122).  The learning organisation 
continuously develops employees to that they can contribute creativity and 
innovation to the organisation (Lussier, 1997:262). It is the collective learning 
processes that put the organisation in a position to learn what design features are 
effective for accomplishing new operating capabilities (Mohrman, 1999:278). 
Senior (1997:136) further distinguishes between single-loop and double-loop 
learning: 
 Single-loop learning refers to a situation where an objective or goal is defined 
and an individual works out the most favoured way of reaching the goal; and 
 Double-loop learning refers to a situation where questions are asked not only 
about the means by which goals are achieved, but also about the ends which 
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are the goals themselves. 
Senior suggests that organisations that do not have the ability to operate in 
double-loop learning could fall into the trap of ‘strategic drift’. In order for double-
loop learning to take place, learning requires an empowered workforce operating 
under favourable group dynamics that allow new mental models to emerge 
(Jackson, 2003:122). 
Henderson (1997:100) lists the following learning conditions that may prevent 
individual knowledge from influencing the organisational mind set and possibly 
teach the organisation to learn wrong things: 
 Role constraint learning occurs when the individual who acquires new insight 
and knowledge is unable to influence behaviour in an organisation because of 
his or her low position in the organisation; 
 Audience learning occurs when a particular individual is able to affect 
organisational behaviour and learning in a spurious way, such as a 
domineering CEO; 
 Superstitious learning occurs when the nature of the environmental activity 
and change is misunderstood and therefore unrelated to the inferences and 
activities learned by individuals in the organisation; and 
 Ambiguous learning occurs when the individuals concerned are incapable of 
clearly understanding the causal link between environment and action. 
An integral part of learning in the context of change, is understanding that the 
unpredictability of change creates an uncertain future. Organisations cannot take 
a wait-and-see approach and have to navigate between today’s reacting and 
tomorrow’s planning by experimenting (Brown & Eisenhardt, 1998:147). 
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4.3.5. The road to investigation and discovery 
Leaders who understand the futility of planning for the unpredictable place their 
trust in the ability of the adaptive, flexible, self-renewing, resilient, learning and 
intelligent organisation to self-organise (Wheatley & Kellner-Rogers, 1996:7). 
Self-organising systems that see change as an organizing force, as opposed to a 
problematic intrusion, have the capacity to continuously respond to change. In 
these systems experimentation is the norm (ibid).  
Brown and Eisenhardt (1998:148) cite the following as common traits among 
businesses that experiment effectively: 
 A simple and clearly defined vision of the business in the future; 
 Relying on a wide variety of low-cost probes of the future; and 
 Giving constant, but thin, attention to the future. 
These traits are graphically depicted in Figure 4.7 below. 
Key concepts
Vision of the 
business
Wide variety of 
low-cost probes
Constant, but thin, 
attention to the 
future
Management Practices 
Craft a vision of the business –
not the industry
Probe the future with a wide 
variety of low-cost probes across 
multiple time horizons
Where appropriate measure 
the probe results and use these 
to shape strategic direction
Frequently revisit the future 









Figure 4.7 Experimentation [Adapted from Brown and Eisenhardt (1998:149)] 
Wheatly & Kellner-Rogers (1996:7) argues that the path of self-organisation can 
never be known ahead of time and that there are no prescribed stages or 
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models. Leaders therefore have to commit organisations to this path believing 
that the system is talented enough to organise in whatever ways the future 
requires. It therefore, to a great degree, boils down to the trust leaders have in 
their employees, the resilience and agility they have built into the workforce and 
their ability to resist going back to the perceived safety of the old rigid structures 
when things are not going well (Ibid).
It is important to note that organisational system consists of people and that the 
journey of change has a profound impact on the individuals going through the 
process of change. Chapter five will therefore expand on the individual’s reaction 
to change. 
While the system produces its own organisation, maintains itself and decides 
when to respond to a provocation from the environment it also has to plan for the 
future and the changes it may bring. This has inherent complexities as 
disruptions and chaos are often the order of the day for organisations.  It can 
however not be taken for granted that organisations will respond appropriately to 
the provocations from the environment. Leaders often have to deal with 
resistance to change. The next section will therefore focus on inertia and 
resistance to change. 
4.4.  Inertia and resistance to change 
Francis, Bessant and Hobday (2003:20) state that organisations need five 
competencies in order to undertake transformation with a probability of success: 
 The ability to recognize the challenge; 
 The ability to determine a transformational strategy; 
 Innovation; 
 The ability to manage systematic change; and  
 The ability to install appropriate leadership processes. 
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Organisations do not however change effortlessly and the inability to adapt to 
change, uncertainty and turbulence leads to organisational mortality (Montuori, 
2000:66). Similarly Valle (2002:217) states that an organisational structure is 
considered to present inertia when its reorganisaton velocity is lower than that at 
which the environmental conditions change. One of the critical aspects in working 
with change at the level of organisations is therefore to be aware of the possibility 
and nature of resistance to change.  
Booysen and Beaty (1997:9) list the following as factors that may account for 
organisational resistance to change: 
 Structural inertia. As organisations are designed to maintain stability these 
organisations when confronted with change find that the forces within, that are 
designed to create stability, resist and cause structural inertia; 
 Cultural inertia. Many South African organisations have cultures that 
emphasise stability and tradition and these cultures resist change. 
 Work-group inertia. Pressure exists to perform jobs in a certain way because 
of the development of firm group norms that help guide member behaviour; 
and 
 Threats to existing power relationships, expertise, and to resource allocation 
and previously unsuccessful change efforts.  
Robbins (1998:634) lists six major sources of organisational resistance to change 
that echo Booysen and Beaty: 
 Structural inertia; 
 Limited focus of change; 
 Group inertia; 
 Threat to expertise; 
 Threat to established power relationships; and 
 Threat to established resource allocations. 
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The factors listed by Booysen and Beaty as well as Robbins are summarised in 



















Figure 4.8 Factors that account for organisational resistance to change 
Leaders need to be aware of the factors that cause stumbling blocks in the 
organisational change process. They also need to be aware of how the 
organisation responds to change. Kets de Vries (2001:190) argues that 
organisational change takes time. He notes that as in the case of loss in the 
personal sphere, organisations have to go through a kind of “mourning” process, 
grieving over what has been lost. He describes four stages of the organisational 
mourning process: 
Shock
He states that people’s first reaction to change is typically shock and that this 
stage is characterized by numbness and disarray. People then tend to seek 
comfort in mindless, routine tasks. 
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Disbelief 
People refuse to accept the changed situation and dwell on the past and 
idealize the way things used to be. He notes that their responses in this stage 
are reactive rather than proactive and any tendencies toward dependency are 
exacerbated. 
Discarding 
They then go through a process of self-examination and a redefinition of self 
and the situation that brings people to a recognition of the problem and a 
willingness to address it. They then become willing to discard old ways and 
explore new ones. 
Realisation/acceptance 
Kets de Vries (2001:191) argues that people look forward instead of back in 
this phase and they start to see and appreciate gains resulting in a reshaping 
of people’s outlook and the acceptance of a new reality. 
Kets de Vries (2001:193) further states that until organisational pain is felt 
individually, leaders and subordinates will remain locked in behaviour patterns 
that have become destructive. 
Resistance to change is not the only reasons why organisational change may fail. 
Kotter (1995:60) cites the following as reason why transformation efforts fail: 
 Not establishing a great enough sense of urgency; 
 Not creating a powerful enough guiding coalition. He states that whenever 
some minimum amount of mass is not achieved early in the effort, nothing 
much worthwhile happens; 
 Lacking a vision. A vision being that which helps clarify the direction in which 
the organisation needs to move; 
 Under-communicating the vision by a factor of ten. He says that without 
credible communication, and a lot of it, the hearts and minds of the “troops” 
are never captured; 
 Not removing obstacles to the new vision. Communication is not enough as 
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the renewal needs the removal of obstacles which could very well be the 
organisational structure for example; 
 Not systematically planning for and creating short-term wins. He states that 
most people will not go on the long march unless they see compelling 
evidence within twelve to twenty-four months that the journey is producing 
expected results; 
 Declaring victory too soon. Until changes have sunk deeply into the 
company’s culture, new approaches are fragile and subject to regression; and 
 Not anchoring changes into the company’s culture. Until new behaviours are 
rooted in the organisation’s social norms and shared values, they are subject 
to degradation as soon as the pressure for change is removed. 
Leaders must therefore be aware of the factors in their organisations that will 
cause resistance to change and take action to counter those factors. In this 
context Cronje (1994:253) cites the following factors as those that make change 
more acceptable: 
 When it is understood; 
 When it does not threaten security; 
 When those affected have helped to create it as opposed to when it has been 
externally imposed; 
 When it results from an application of previously established principles rather 
than being dictated by personal order; 
 When it follows a series of successful changes as opposed to a series of 
failures;
 When it is incorporated after previous change has been assimilated rather 
than being incorporated during the confusion of other organisational changes; 
 If it has been planned rather than being experimental; 
 To people new on a job as opposed to people old on a job; 
 To people who share in the benefits of the change; and 
 If the organisation has been trained to accept change. 
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Having looked at the process of change and the inertia and resistance in 
organisations, the next chapter will look at the impact that those change 
processes have on the individual within the organisation. Studying the impact that 
change has on the individual is an important aspect as this study is focusing on 
leading people through change and uncertainty. It is therefore important for 
leaders to understand what the individual goes through when the organisation 
embarks on change processes. 
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CHAPTER 5 : REACTING TO CHANGE 
5.1. Introduction 
The previous chapter dealt with the process of change. This chapter will focus on 
how change impacts on the individual and how the individual responds to 
change. The chapter’s focus in relation to the other chapters dealing with change 
is illustrated in Figure 5.1 below. 
Figure 5.1 Outline: Chapter 5 
Society has an impact on organisations and organisations in turn have an impact 
on individuals within them. The reverse is also true in that individuals in 
organisations make decisions that have an impact on the organisation and the 
organisation in turn may have an impact on society. This is illustrated in Figure 
5.2 on page 100. 
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Figure 5.2 Society, organisation, individual relationship 
As much as organisations are part of the greater society, individuals are part of 
organisations and create the social units within them. In this context Wheatley 
(1999:36) argues that systems influence individuals and that individuals create 
systems. Organisations therefore represent extensions of people and can 
achieve goals that are quite beyond the reach of any individual (Scott, 1981:4). 
This is due to the fact that human beings are by nature social beings with certain 
built-in natural capabilities for solving problems through social co-operation 
(Fukuyama, 1999:231).  
Similarly Espejo (2004:672) states that complex adaptive systems emerge from 
self-organising processes among interacting participants who experience 
demands from their environment. As has been explained in the previous chapter, 
these demands often call for change. As organisations undergo change, the 
individuals in these organisations have to deal with the changes that naturally 
translate into having to change themselves.  
5.2. Different reactions to change 
It is important to note that change may be experienced differently by different 
generations. Codrington and Grant-Marshall (2004:16) use generation theory to 
explain why people experience life differently and define the theory as: “a dipstick 
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into a period of time that produces people who tend, generally speaking, to think 
and act in a similar manner at certain times”. They refer to cycles in history that 
determine the way different generations experience the world and that nearly 
everyone has attitudes, values and expectations based on what life was like 
when they grew up. They state that these cycles are not new, but what is new is 
that mankind is now noticing these cycles. They distinguish between five 
generations that are alive today and emphasise that these generations 
experience the world and therefore change differently.  
They categorise these generations as outlined in Table 5.1 on page 103. 
In the same way that people growing up in a windy city such as Cape Town or 
Port Elizabeth become more accustomed to the impact of a wind in their lives, 
those who grew up in a period of constant change in the environment are more 
accustomed to and expect change. Leaders therefore have to bear in mind that 
the different generations may react to the change differently. Furthermore, the 
leader should also be aware of how his or her past has influenced his or her view 
on change. 
Steiner (2001:154) aptly describes how change is experienced by individuals: 
“Change comes from mystery. If change was just evolutionary progress, we could 
cope. We could understand it. We could master it. But change surprises us. One 
moment things are calm and clear and manageable. The next moment things are 
strange, the game has new rules, little seems familiar or reliable, things seem out 
of control. Why? Because mystery has revealed something we have not had to 
deal with before, something we have not anticipated, something we have not 
imagined, something we have not created with our minds but something that has 
been foisted upon us.”
In this context Fairholm (2004:373) states that uncertainty and ambiguity go hand 
in hand with organisational change efforts and that leaders must assist followers 
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in experiencing change as productive, rather than disruptive. Powell (2001:16) 
states that regardless of its origins, change does affect people and their 
relationships in organisations and thus can have significant social consequences. 
It does seem, however, that even though change has a major impact on the 
individuals in the organisation, leaders do not take adequate cognisance of the 
human element in the change process.  
In exploring the impact that change has on the individual, attention will be given 
to both the employees and the managers respectively. It is assumed that these 
two groups would have different experiences as a consequence of their different 
roles in the organisation. 
5.2.1. Employee level 
Fairholm (2004:373) argues that many people, in their efforts to implement 
change, emphasise plans and strategies more than the human element needed 
to accept and implement the change. The reason therefore that change is not 
successfully implemented in organisations is that management has no 
knowledge of how change affects individuals and do not recognize that whereas 
organisations see change as a single event, individuals experience changes as a 
series of events (French & Delahaye, 1996:22). More attention tends to be given 
to the macro-dimensions of organisational change than to the micro-dimensions 
of individual change even though it is through the individuals that change 
management must occur (French & Delahaye, 1996:22). In this context Fairholm 
(2004:373) argues that understanding how people cope with change and 
transition allows the leader to remain confident and comfortable amid a variety of 









































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































In agreement with the authors quoted in this section, Barger and Kirby (1995:46) 
note that the decision to change is made by the organisation’s leaders and the 
managers. Employees know that something is coming, but they are not involved 
in the process, they don’t have all the information, have not explored all the 
options, have little influence and don’t make final decisions. Change is therefore 
imposed on them. They state that imposed change has a different impact on 
people than change with a choice. They list the following differences between 
imposed and intentional change and warn that if these predictable impacts are 
not dealt with they can create severe morale problems and form the basis of the 
resistance to change that is so troubling to leaders and their organisations. 
Table 5.2: The impact of intentional and imposed change 
For those who make the decisions: Intentional 
Change 
For those required to implement the decisions: 
Imposed Change 
Is a conscious decision Is a decision without choice 
Is anticipated Is unexpected 
Is gradual Is sudden 
Is incremental Is dramatic (lightning bolt) 
Is paced Is rapid (out of control) 
Solves problems Creates problems 
Provides new opportunities Disrupts routines 
It is clear from the above that organisations often overlook the human element in 
the change process and in particular the impact that change has on employees. 
Barger and Kirby (1995:55) have constructed a list of the impact of organisational 
changes on the work life of employees, drawn from various workshops they have 
held with employees. They state that these impacts are predictable and that 
organisations need to put plans and procedures in place to deal with them. This 
list is shown in Table 5.3 on page 105. 
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Table 5.3: Issues employees face during imposed change 
1. They feel great uncertainty – not just about the impacts of the current changes, but also 
of the future. 
2. They begin to doubt, and lack confidence in the organisation and management. They feel as if 
the promise (the implied contract) is broken. 
3. Employees are sceptical about communications from upper management, about promises and 
projections, about the picture of future improvements at the end of hard time, about the 
information and knowledge on which the changes are based. 
4. They are suspicious and begin looking for hidden motives and agendas. 
5. They feel “in over their heads” with new and increased responsibilities. 
6. They become cautious; avoid taking risks and making decisions. This partially comes from loss 
of confidence in their own experience. 
7. Some feel angry or bitter. 
8. They may become cynical, developing an “it’s everyone for themselves” attitude. 
9. They crave more and better information. If they are not being told what’s going on, they will 
“read into’ the statements and actions of leaders. 
10. Underlying it all, they experience painful loss issues. These include losses such as 
relationships with co-workers and managers, expertise and comfort in their job, and security and 
confidence in an assured future. 
Highlighting an important possible result of change efforts, Worrall et al
(2000:460) state that redundancy is probably the most evocative and fear-
inducing form of organisational change. During this type of change organisations 
continue to pay attention to employees, whose services were terminated, as 
victims and overlook the emotional strain of downsizing on survivors who 
experience a range of negative and sometimes destructive emotions following a 
downsizing (Appelbaum & Donia, 2000:333), Thornhill and Gibbons (1995:9) 
state that organisational survivors may be subject to a number of psychological 
effects and that some of these may be in conflict with one another. They cite the 
fact that employees experience a sense of loss as the result of familiar and 
trusted colleagues leaving while at the same time they may experience a sense 
of relief at remaining in the organisation; thus creating dissonance within the 
individual, which is not easy to deal with. Similarly Appelbaum and Donia 
(2000:334) describe survivor syndrome as mainly characterized by feelings of 
nagging guilt for having survived the layoff, as well as anxiety, reduced 
motivation and risk taking. Employees become too scared to take risks due to the 
insecurity of further layoffs. Appelbaum and Donia (2000:340) argue that survivor 
sickness is manifested in a number of ways including anger, job stress, 
decreased loyalty and organisational commitment. They further cite that survivors 
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will continue to perceive top management as unfair and uncaring, they may feel 
less confident in their ability to manage their own careers and they may 
experience a reduction in their ability to focus on their jobs which leads to 
lowered productivity. In the same vein Burke and Nelson (1997:328) state that 
studies consistently show that after a downsizing, survivors become narrow-
minded, self-absorbed and risk averse which translates into reduced innovation. 
They state that the long-term implications of survival syndrome, which is lowered 
morale and commitment, are likely to be damaging for organisations. 
It is clear from the above that employees who go through change are subject to a 
range of negative emotions which directly or indirectly have an enormous impact 
on their productivity in the organisations. It seems as if the referral to survivors 
should be reversed, in that those who leave actually become survivors. Those 
who leave go on to new things, and those who remain become the victims  who 
have to deal with the guilt, the anxiety, anger, job stress and reduced motivation 
(Appelbaum & Donia, 2000:333). 
When looking at the results of downsizing which include the issues listed below, it 
is clear that leaders cannot afford not to put measures in place to counteract the 
effects thereof. These issues include: 
 Employees having to deal with dissonance; 
 A decrease in risk taking which will result in a decrease in innovation and 
creativity; 
 A decrease in loyalty and commitment; and 
 Lowered productivity. 
Having looked at the impact that change has on employees, and in particular in 
terms of downsizing in an organisation, the next section will focus on how 
managers are affected by change. 
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5.2.2.  Manager level 
Another area that often seems to be overlooked in terms of change and the 
individual is how managers, as individuals, react to change. In particular it is the 
midlevel managers that often struggle with change as they are not the decision 
makers, yet they are expected to implement changes. It is often forgotten that 
managers are employees too and that their reactions to change are just as 
human as that of every other worker. Stuart (1995:8) notes that although there is 
a lot of information in the literature that describes people’s reactions and 
responses, the stresses and struggles, the wounding and healing, the learning, 
unlearning and relearning, the broken assumptions and reframed beliefs, the 
losses and gains experienced by individuals in change, only a relatively small 
part of the literature relates directly to the experiences of individual managers 
who are involved in significant organisational change initiatives. 
Barger and Kirby (1995:58) report that midlevel managers and supervisors are 
faced with the following issues during change: 
Table 5.4: Issues midlevel managers and supervisors face during imposed change 
1. They are caught in the middle during the imposed change. Their leaders expect them to 
support the change and sell the plans to their employees while their employees expect 
them to advocate for their needs and to give extra time and support. 
2. They worry about self-preservation issues. 
3. Most changes lead to an increased work load for them and they are expected to do more 
with less. 
4. Their employees clamour for information and reassurance and they want to interact with 
their managers more than usual. 
5. They avoid taking risks or even customary decisions because they are not sure what is 
expected of them and they have lost some of their confidence. 
6. They can become the target for employees’ frustrations, insecurity and anger. 
7. They very seldom find support for their own personal issues among their employees. 
8. They seldom find support among their peers. 
Agreeing with Barger and Kirby, Worral et al (2000:462) state that surviving 
managers typically have wider spans of control and in many instances 
experience difficulty in assuming their wider role. They argue that it would appear 
that redundancy survivors are generally unprepared for the changes that result 
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from downsizing. 
As with employees, the issue of redundancy has a huge impact on managers. It 
is the most fear-inducing organisational change (Worrall et al, 2000:460). The 
affect it has on managers is profound, as they also suffer from survivor syndrome 
as the rest of the workforce does. 
Stuart (1995:26) explores the issue of survivor guilt and states that in the case of 
people losing their jobs, managers often ask themselves why they were able to 
stay and whether they had done enough to prevent the job losses. Kets de Vries 
and Balazs (1996:146) refer to managers, who have to execute the downsizing, 
as the executioners and warn that they are psychologically affected by the 
unpleasantness of the task. They state that many of the executioners find the 
activity as a basic contradiction to their outlook on business life as they have to 
cope with the double burden of their own emotional reaction and those of the 
other survivors. In the same vein Worral et al (2000:463) state that their studies 
have shown that where redundancies have occurred, managers hold a 
substantially more negative view of their organisation’s priorities in terms of the 
importance of employees. 
In the light of the above it is imperative that managers are seen as human beings 
who respond in a human way to prospective and actual changes in their 
organisational lives. There is often silence around the feelings of sadness, anger, 
denial and fear experienced by employees. When the experiences are voiced 
and expressed, when managers’ feelings, thoughts and behaviours in change are 
apparent and cannot be ignored, they are often explained as evidence of 
resistance to change (Stuart, 1995:26). These experiences cannot be labeled as 
resistance to change, but it should be recognized that they are simply occupied 
with the difficult business of journeying through change (ibid).
Young (2000:375) brings a different perspective to that of Barger and Kirby. In 
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the light of a study done amongst professionals in UK health-care organisations 
who have taken on managerial roles, she states that middle managers may not 
be as powerless as initially assumed. Young (2000:375) argues that power 
issues may provide insight into how individuals are both reacting to imposed 
change and acting to secure their own agendas. She suggests that the notion of 
resistance may be an effective way in which their power can be explored. Even 
though managers may be able to explore their power, the impact that change has 
on them cannot be ignored.  
Stuart (1995:26) argues that many managers undergo the trials of transition, 
catastrophe and survival, loss, trauma, “death”, grief and worry. As with other 
employees they are learning, unlearning and relearning and they are 
experiencing the reality, for them, of change. In this context Burke and Nelson 
(1997:328) warn that the long-term implications of survival syndrome are likely to 
be damaging for organisations. It is therefore imperative that leaders are aware 
of the impact of change on the individuals in their organisations which translates 
into the impact on their organisations.   
Stuart (1995:26) reports that his research revealed two main categories relating 
to the change process itself and which were reported by managers as helping 
and hindering their change journeys. Leaders could use the information in 
Stuart’s table to assist them in the navigation process. Understanding what the 
hindering issues are, places a leader in a position to create counteracting 
measures. These issues are outlined in Table 5.5 on page 111. 
Having looked at how change impacts on the individual, the next section will deal 
with how the individual deals with change and in particular the transition 
individuals go through when expected to change. 
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5.2.3. Transition – the journey through change 
Change and transition are two parallel dynamics. Change is external to the 
individual and transition is internal to the individual (Breu & Benwell, 1999:498). 
Hence external change and individual transition are inevitably linked in that 
without the individual moving successfully through the transition, organisational 
efforts will fail.  
French and Delahaye (1996:23) refer to two perspectives on change transition: 
 The gap closure approach which includes those models that advocate the 
identification and closure of any gap between the end of an old situation and 
the beginning of a new situation caused by change; and 
 The gap connection approach which includes those models that look at the 
individual involved in the change and the degree of movement required 



































































































































































































































































































































































































































































































































































































































































































































In terms of the degree of movement required, Stuart (1995:21) makes the 
following observations about the individual’s journey through change: 
 The individual’s journey through change is best viewed as an unfolding 
process rather than events; 
 The various phases and components are linked, but only in the sense of 
having valences towards some parts of the change journey more than 
towards other parts; 
 The different steps in the journeys through change are not always distinct and 
separate. The various phases and components emerge, unfurl, move into the 
foreground and recede into the background as the journey progresses; 
 More than one phase or component of a journey can be experienced more or 
less concurrently; 
 Individuals’ journeys do not just move on from one calling point to the next. 
Backtracking, revisiting and prolonged stop-offs at any one point are 
commonplace; and  
 The pace of the journeys undertaken and the speed of progress vary 
considerably. 
It is clear from the above that the journey through change can be quite complex. 
Kets de Vries (2001:181) expands on the components of the change process and 
lists the following as the necessary components of any individual or 
organisational change process:  
 Concern - Getting the process of change into motion requires a strong 
inducement in the form of pain or distress. People must experience a sense 
of concern about the present situation, when a mental process (whereby they 
consider alternatives to the adverse situation) is set in motion; 
 Confrontation - People need a confrontation in the form of something that can 
be described as a focal event that triggers change. He argues that it is at this 
point in the process that people start to become prepared to take action; 
 Clarification - The third step is the sharing of one’s intent to change. Kets de 
Vries argues that change is so difficult that individuals can rarely manage it 
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single-handedly and that going public with one’s intentions enhances one’s 
own determination and enlists the support of others, thus working as a strong 
reinforcement for change; 
 Crystalisation - In this phase the groundwork for a thoughtful, detailed 
reappraisal of goals and for experimentation with the new alternatives has 
been laid and ideas and plans become clear and definite in form; and 
 Change - Kets de Vries argues that the only true sign that change has been 
achieved is a new mindset. He notes that inner transformation only takes 
place once a new way of looking at things has been internalized. 
French and Delahaye (1996:24), on the other hand, propose that the individual 
goes through four phases when going though the transition: 
 A period of security caused by the familiarity of processes, habits and 
patterns used to accomplish past successes. 
 A period of anxiety caused by the loss of old familiar patterns and processes; 
 A period of discovery during which new information, skills and behaviours are 
uncovered; and  
 A period of integration during which the new information, skills and 
behaviours are used to develop new practices and processes. 
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Figure 5.3 Transition - The journey through change 
The diagram indicates that: 
 Change is about moving from an old situation to a new situation; 
 This move translates into an unfolding process; 
 An unfolding process suggests that there are steps being followed in moving 
from one point to the other; 
 People do not go through the process at the same pace; and 
 People may backtrack and revisit certain steps. They may also prolong the 
amount of time spent on any given step. 
A key component of what employees experience in the transition period is the 
sense of loss (the loss of friends, colleagues, familiar patterns and processes, 
among other things as highlighted by the authors quoted above) and the grieving 
that accompanies it. The next section will therefore take a closer look at the 
notion of loss and grieving. 
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5.2.4. Loss and grieving  
Organisational change may lead to its members experiencing and reacting to 
loss, which may be obvious and comparatively superficial or at a level where 
fundamental beliefs and assumptions are challenged. This could be to a point 
where even the individual’s sense of self is in transition (Stuart, 1995:7). 
The first impact that organisational change has on people is an awareness of 
losses, even when the change is regarded as a “good” change. People recognize 
the end of the way they have been doing something, the people they have been 
doing it with and the places where they have been doing it (Barger & Kirby, 
1995:71). Barger and Kirby list the following kinds of losses people experience 
during organisational changes: 
 Loss of familiar territory and people: Robbins (1998:636) states that those 
who have controlled sizable resources often see change as a threat. Barger 
and Kirby argue that people experience feelings of loss about the view they 
once had from their office window, the custodian who always had a cheerful 
word or a funny story to tell, or the colleague they shared a morning cup of 
coffee with and when the change means the loss of valued colleagues, the 
impact is even more severe; 
 Loss of ownership: Barger and Kirby note that one component of being a 
valuable employee is feeling a sense of ownership about your job, taking 
control of it and making it your own. Change can result in actual or perceived 
loss of control (Lussier 1997:251). The organisational changes may imply that 
a process that the individual has perfected is now given to someone else or 
that an area in which the individual took personal responsibility and pride is 
now seen as a team responsibility; 
 Loss of structure and clarity: Changes brings with it ambiguity and uncertainty 
(Robbins & De Cenzo, 1998:275). Where organisations in the past were 
structured so that people’s tasks and roles were clear, organisational change 
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is now undermining that structure. That means to work for a company now is 
quite different and that everything is in flux; 
 Loss of an anticipated future: Traditionally companies had clear career paths 
and people had a clear idea of what they needed to do to get a raise or a 
promotion. With the flattening of structures there are often not enough 
managerial positions for managers while cross-training and temporary teams 
have blurred roles and tasks; 
 Loss of meaning and direction: Many people find the sense of personal 
meaning in their work disappear as the dramatic structural changes occur and 
the workload is increased; 
 Loss of control and predictability: With the blurring of edges in work and who 
is in charge of it, people have to give up tasks to others, see others making 
changes that affect their work and they have little control over it; 
 Loss of power and influence: The redistribution of decision-making authority 
could quite easily threaten long-established power relationships (Robbins, 
1998:635). The abolishment of a position in a new structure may mean the 
abolishment and power that may have come from that position. The loss of 
the power may limit the contributions a person can make. Similarly Smith and 
Cronje (1992:253) highlight that impending changes may threaten the self-
interest of people within the organisation; 
 Loss of friends and colleagues: People who work together often spend more 
time with their colleagues than with their personal partners or families. 
Change in work assignments may therefore create a loss of social 
relationships (Lussier, 1997:251). Similarly lay-offs, early retirements and 
restructuring deprive people of relationships that have been very important 
and rewarding;  
 Loss of networks and resources: Employees build up networks that they use 
as helpful resources to get their jobs done and the gradual or sudden breakup 
of those networks can be a frustrating loss for people;  
 Loss of knowledge and expertise in a new situation: Changes in an 
organisation’s patterns may threaten the expertise of specialized groups 
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(Robbins, 1998:634). This is echoed by Senior (1997:164) who states that 
specialists are likely to get stuck in a limited career structure due to their 
restricted ability to cross functions. Employees that have had a high degree of 
knowledge in their area of expertise, as a result of a restructuring, might be 
expected to learn new skills. They may be pushed into new situations where 
they do not have time to develop new knowledge and refine their skills. They 
may therefore end up feeling frustrated and lose their sense of competence 
and satisfaction from a job well done. Smith and Cronje (1993:253) state that 
people worry about their ability to meet the new job demands; and 
 Loss of security and confidence: People may resent the perception that their 
destinies are controlled by someone else (Lussier, 1997:251). Many people in 
the workforce have always wanted to know what to expect and what will come 
next. Yet, today almost everyone knows that there is no longer any security. 
People wonder whether they will retain their jobs. 
It is clear from the above that change has a significant emotional impact on 
people. In this context Carr (2001:426) argues that during change organisation 
members display feelings and emotions of frustration, suspicion, resistance, 
anger, despair, grief and stress while others display emotions of joy, glee and 
hope for better things while yet others may show or voice feelings and emotions 
that seem to reflect ambivalence and unconcern for the changes.  In contrast to 
Barger and Kirby, however, Carr suggests that not all of the emotion experienced 
is necessarily negative. This is echoed by Lussier (1997:253) who states that 
people have different attitudes to change as some thrive on it and others are 
upset by it. Carr suggests that depending upon the degree of identification with 
the organisational ideal, one should expect to encounter the behaviour that 
should be read as that commonly associated with having one’s identity dislodged 
and in the more intense cases, being viewed as associated with grieving.  
In this context, Barger and Kirby (1995:77) state that grieving is a natural human 
response to loss. Grieving describes the mental and emotional work that is 
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required to make the fact of the loss real (Stuart, 1995:7). Barger and Kirby 
(1995:77) argue that people go through predictable stages of grieving when 
trying to come to terms with loss and being ready to move on. These stages are 






















Figure 5.4 The grieving cycle (taken from Barger & Kirby, 1995:78) 
Figure 5.4 suggests that: 
 Leaders who make the decision regarding a change move quite easily from 
the crisis point to a point of growth and into new directions; 
 Everyone else, however, goes through a cycle of emotions as he or she tries 
to deal with the imposed change; and 
 These emotions range from relief and shock to acceptance of reality and 
wanting to build a new future. 
In the light of the above it is important for organisations to understand that loss 
brings grief and that they need to be prepared to deal with grieving (Barger & 
Kirby, 1995:71). Similarly Carr (2001:427) stresses the importance of 
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acknowledging the process of mourning as normal behaviour and giving 
members of the organisation time and assistance in the grieving process as 
opposed to viewing those who resist as simply being a nuisance or 
troublemakers. Carr (2001:427) notes that there seem to be three interrelated 
and successive phases in the grieving process: 
 Denial or rejection of the idea of a loss and often clinging to a mental 
representation of the lost “object”; 
 Resignation or despair; and  
 Acceptance of a loss.  
Expanding on Carr’s thoughts, Barger and Kirby (1995:78) observe that: 
 The most prevalent organisational response to loss and grieving is denial, that 
is the idea that loss and grieving are simply not happening. Lussier (1997:250) 
quotes denial as the first state that people go into in the change process; and  
 Denial is a powerful destructive force in organisations. People deny that 
important changes are coming as well as the emotional impact of change on 
others and they even deny their own emotions and needs when dealing with 
losses. They often also avoid acknowledging and processing losses because 
the feelings of loss are personally painful and this is aggravated by the fact 
that there is little support for grieving. Stuart (1995:26) confirms that there is 
often silence around the feelings of sadness, anger, denial and fear 
experienced by employees for fear that the expression of these feelings may 
be seen as resistance to change.  
Barger and Kirby (1995:79) argue that when people do not deal with the difficult 
feelings in the transition the following problems may arise: 
 People can get “stuck” somewhere in the grieving process; 
 Many repress the feelings, keeping them totally out of their awareness; and 
 People may then displace their difficult emotions into resistance and 
resentment of everything and everybody around them. This is echoed by 
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Lussier (1997:250) who states that resistance to change is part of human 
nature. 
It is clear from the above that individuals do not simply move from one position to 
the other when expected to change, but that there is transition that takes place 
within which the individual goes through different phases. It can, however, not be 
assumed that the individual will simply go from one step to the other and emerge 
a changed individual. With all the painful emotions that employees have to go 
through in the transition process, it is natural to expect that they would resist 
having to go through change. Leaders therefore also have to contend with 
resistance to change in its various forms.  
5.2.5. Resistance to change 
As resistance to change is such an important area, it will be explored further in 
this section. Where chapter four looked at inertia and resistance to change at 
organisational level, this section will focus on resistance to change at the level of 
the individual. 
Beugelsdijk, Slangen and van Herpen (2002:314) state that resistance is the 
exertion of power against some other source of power which occurs along a 
vertical axis of organisational relationships. In this context, Robbins (1998:632) 
states that resistance can be overt, implicit, immediate or deferred and that the 
greater challenge lies in managing implicit or deferred resistance as these are 
more difficult to recognize. Implicit resistance tends to surface in the form of loss 
of loyalty to the organisation, loss of motivation to work, increased errors or 
mistakes and increased absenteeism while deferred actions cloud the link 
between the source of resistance and the reaction to it.  
Whether the resistance is overt, implicit, immediate or deferred would depend on 
the factors that influence the resistance. Booysen and Beaty (1997:9) list the 
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following as factors that may account for individual resistance to change: 
 Habit: Change requires new ways of doing tasks and challenges people to 
develop new skills; 
 Self-interest: The unwillingness to give up existing benefits; 
 Economic uncertainty: Changes in the organisation have the potential to 
threaten the jobs and economic security of employees; 
 Failure to recognize the need for change, general mistrust, and social 
disruptions: Many organisational changes threaten the integrity of friendship 
groups; and 
 Selective perceptions: Changes may be perceived by some as threatening 
and by others as challenging. 
Robbins (1998:633) has a list very similar to that of Booysen and Beaty. These 
include habit, security, economic factors, fear of the unknown and selective 
information processing. 
Dent and Goldberg (1999:26) bring a different perspective to the notion of 
resistance to change. They state that: 
 People may resist loss of status, loss of pay or loss of comfort, but these are 
not the same as resisting change;  
 Employees may resist the unknown or the ideas that management had put 
forward that do not seem feasible to them. People’s capacity to react to 
change which is unwanted, but clear to them, can be greater than their ability 
to handle what is still unknown or uncertain (Frances, 1995:59); 
 The belief that people do resist change causes all kinds of unproductive 
actions within organisations. Resistance is often seen as a generalized 
unwillingness to change (a reactionary negative attitude). ‘Resistors’ rarely 
attract much sympathy; rather resistance is viewed by organisations as a 
disruptive and time-consuming nuisance. In the process there is little 
acknowledgement of the ways in which changes in work role and function 
impact on deeply held, and not always conscious, core beliefs about who we 
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are and about the meaning of our work (Frances, 1995:59); and 
 If anticipated change will result in the loss of status by some employees, then 
the field must research and develop strategies for the loss of status. The 
same principle would apply to the loss of jobs and other related areas as 
labeling these difficult problems as resistance to change only impedes the 
change effort. 
Similarly Kets de Vries (2001:179) notes that: 
 It is sometimes not a matter of resisting change, but rather being baffled by 
change. Tolerance of ambiguity is therefore a key issue (Frances, 1995:59); 
 Many people have the will but not the skill to change and have to be helped to 
navigate the change process; and 
 Organisational psychologists view organisational change and transformation 
as embedded in the process of individual change. As organisations are made 
up of collections of people, the successful implementation of organisational 
change is dependent on an understanding of individual reactions to the 
change process. 
The above could therefore be summarised as: 
 Resistance is about the exertion of power against some other source of 
power; 
 Resistance can be overt, implicit, immediate or deferred; 
 Resistance is influenced by various factors, for example habit, self –interest 
and selective perceptions; and 
 What the organisation sees as resistance to the change may be attributed to 
another factor, for example resistance to loss of pay. 
Steiner (1999:153) suggests, however, that there is tension in the change 
management paradigm because people do not understand what they are dealing 
with when they explore managing or coping with change. She argues that people 
cannot be consistent in their thinking because they do not have a workable sense 
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of how human beings operate. Steiner (1999:153) states that: “We do not have a 
consistent notion of what makes people tick. We also do not have a workable 
understanding of how the world is, apart from scientific accounts that are often 
found wanting when it comes to managing uncertainty.”
Leaders therefore need to be aware of the profound impact that change can have 
on individuals. They have to be aware of the fact that the actions from individuals 
do not always constitute resistance and that there is a need to acknowledge the 
sense of loss individuals experience as well as the grieving that goes with that 
sense of loss. Grieving constitutes a major period of challenge and transition and 
that its basis lies in a form of resistance to change deriving from “a reluctance to 
give up possessions, people, status and expectations” (Stuart, 1995:7). 
It is therefore unfortunate that those who have the power to manipulate changes 
act as if they only have to explain, and when their explanations are not accepted, 
shrug off opposition as ignorance or prejudice. Such an attitude could easily be 
seen as an expression of a profound contempt for the meaning of lives other than 
their own (Stuart, 1995:7). In this context, Young (2000:375) argues that power 
issues may provide insight into how individuals are both reacting to imposed 
change and acting to secure their own agendas (in which she suggests that the 
notion of resistance may be an effective way in which their power can be 
explored) highlights an element that warrants further investigation. The following 
section will therefore look at the notion of power in relation to resistance to 
change.
5.2.6. Power 
Robbins (1998:638) states that power struggles within the organisation will 
determine the speed and quantity of change as change invariably threatens the 
status quo. This, he states, inherently implies political activity as internal change 
agents are often individuals who are high up in the organisation and who have a 
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lot to lose from change. They may also feel that the change creates the potential 
for others in the organisation to gain power at their expense. It could therefore be 
expected that long-time career executives will be sources of resistance and often 
major impediments of change. In this context, Swanepoel et al (1998:90) defines 
organisational politics as: “when people use their power to influence others in 
order to achieve their own ends, which are often in conflict with the goals of the 
organisation”.
Senior (1997:150) also emphasizes that element of influence as she defines 
power as the ability to influence someone else’s behaviour. It is therefore a 
function of relationships. In this context, Wheatley (1999:39) states that power in 
organisations is an energy that comes into existence through relationships. She 
argues that the nature of the relationship is what gives power its charge, whether 
positive or negative.  This is echoed by Swanepoel et al (1998:90) who state that 
the element of power lies in the ability which some people have to exert control 
over or influence the behaviour or decisions of others. This control could also 
stem from differences between people and groups as some people have more 
knowledge, expertise or resources than others (Senior, 1997:150). If these 
resources are scarce and desired, that person or group will have greater 
amounts of power.  
Similarly Baumgartner et al (1976:225) state that human beings deliberately try to 
alter an existing matrix of action possibilities, outcomes and orientations (within 
which social actions occur). They note that although an actor may have social 
power within an interaction framework, he or she may or may not have the power 
to structure social relationships to alter the ‘type of game’ the actors play, or to 
manipulate or change the distribution of resources or the conditions governing 
interaction. These conditions, they state, institutionally define the power and 
control possibilities for the exercise of behavioural control. 
This control is directly related to the ability to realize wants or desires (Nagel, 
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1976:86). Nagel brings a different viewpoint from that of the authors above in that 
he argues that the orthodox tendency has been to treat power as a type of 
causation in which the behaviour of one or more persons alters the behaviour of 
another or others. He notes, however, that the emphasis on activity leads to 
neglect of non-decisions as well as patterns of outcomes maintained without 
overt conflict. This also leads to ignoring the rule through anticipated reactions, in 
which one actor adjusts to another’s wishes in the absence of any recognizable 
influence attempt. He therefore redefines power as: “A power relation, actual or 
potential, is an actual or potential causal relation between the preferences of an 
actor regarding an outcome and the outcome itself.”
In addition to the above it is worth noting that recent advances in information 
technology and knowledge-based production systems have increased the 
number of options available to workers (as a result of the vast increase in the 
quantity of information available to each worker). These factors have therefore 
transferred greater power to workers (Jenner,1994:13). Jenner argues that only 
businesses based on the post-modern paradigm in which workers are given a 
substantial share of power to make choices and to develop creative ideas, can 
survive under the new market conditions. 
It is important to note however that not all people in an organisational situation 
would agree on who has power and who has not, as power is in the eye of the 
beholder (Senior, 1997:150). It is not necessarily the resources controlled that 
gives a person power, but the belief by others that he or she has that power of 
control.  
From the above it could be concluded that: 
 Leaders have to understand the role that power plays in resistance to change 
and the impact that power struggles could have on the change process; 
 Leaders must understand where the locus of power is; and 
 Organisations, where a substantial share of power has been given to the 
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workers, have a better chance of surviving in the new market conditions 
(constant change). 
5.3. Conclusion 
Having looked at the impact that change has on the individual employee as well 
as the individual manager, how individuals deal with change, resistance to 
change and the role that power plays in the change process, it can therefore be 
concluded that: 
 Change affects people and their relationships in organisations; 
 Leaders often forget the human element when implementing change; 
 The individual manager is also affected by change, not just the worker; 
 The individual goes through various phases in the transition process. These 
phases should be recognized by leaders and people should be assisted 
through these phases; 
 Leaders should recognize the sense of loss that individuals feel when things 
change and make allowance for the grieving process that accompanies that 
sense of loss; 
 Leaders should be aware of why individuals may seemingly resist change; 
 Leaders have to be aware of the role that power plays in the change process; 
and
 It would therefore seem as if leaders would need to, in addition to focusing on 
building agile organisations, assist their employees to deal with change and 
the demands made on them in an agile organisation. 
French (2001:481) highlights the notion of negative capability, a psychoanalytic 
thought that has appeared in the literature in recent times. Negative capability 
indicates the capacity of an individual to live with and to tolerate ambiguity and 
paradox. It is about engaging with change in a non-defensive way and resisting 
the impulse to merely react to the pressures of change as opposed to dispersing 
our energies. 
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Leaders therefore have to build agile organisations and develop resilient 
employees who have a high level of negative capability in order to assist their 
organisations to survive. Chapters three, four and five provided detailed 
descriptions of change in terms of context, process and how change affects the 
individual in the organisation. The next chapter will provide further detail related 
to change namely leadership and in particular the modern schools of leadership. 
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CHAPTER 6 :  LEADERSHIP THEORIES 
6.1. Introduction 
The previous three chapters have focused on change in terms of the types of 
change, the context of change, the change process and the individual’s reaction 
to change. The next area that will be focused on is leadership. Figure 6.1 below 








Figure 6.1 Outline: Chapter 6 
The interest in leadership, particularly in the context of the formal organisation 
has grown over the years. The rapid escalation in literature around this topic is 
evident of this intensity of focus on leadership (Smit, 2003:8). This view is further 
emphasised by Higgs (2003:273) who lists a number of critical issues facing 
organisations that are driving the increased attention given to leadership today. 
These are: 
 Changes in societal values which, combined with significant economic and 
organisational developments, have led to the emergence of talent wars and 
the underlying need to engage employees in a different way in order to ensure 
commitment; 
 Changes in investor focus which is increasingly influenced by intangibles 
which include the quality and depth of leadership in the organisation; 
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 Challenges in implementing organisational change which is increasing in rate 
and complexity; and 
 Awareness of the impact of stress on employees which is aggravated by the 
increasingly volatile, competitive and complex business environment. 
In this context Lussier (1997:391) states that management experts agree that 
leadership could be the number one strategic concern of businesses in the 21st 
century. The observations made by Higgs and Lussier respectively indicate the 
need for a closer investigation of leadership.  
Figure 6.2 below summarises the critical issues facing organisations today that 
have an impact on how we think about and the expectations we have of 
leadership. 

















Figure 6.2: Critical issues impacting on leadership 
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Figure 6.2 illustrates that: 
 There are five critical issues impacting on leadership; and 
 Leaders are faced with these issues simultaneously. 
With these critical issues in mind, and in order to understand what leadership 
entails, the next section will focus on definitions of leaderships. 
6.2. Leadership defined 
In the light of the importance of leadership today, this section will review various 
definitions of leadership found in the literature. 
Robbins (1998:347) defines leadership as the ability to influence a group toward 
the achievement of goals. In the same vein Kotter (1996:35) argues that 
leadership defines what the future should look like and then aligns and inspires 
people to realise the vision. Kets de Vries (2001:1) states that ethological studies 
of the animal kingdom suggest that people have an actual need for leadership. 
He further states that people want guidance and suggestions about where to go 
and how to get there. Echoing Robbins, Kotter and Kets de Vries, Lussier 
(1997:391) defines leadership as the process of influencing employees to work 
toward the achievement of organisational objectives. Similarly, Senge (1999:16) 
defines leadership as the capacity of a human community to shape its future and 
sustain the significant processes of change that enables them to do so. These 
definitions place a significant emphasis on the elements of direction setting and 
influence. They also imply a strong relationship between leaders and their 
followers. The interaction between leaders and followers will be discussed in 
more detail in chapter seven. 
Adding another dimension to the definitions above, Rolls (1995:103) purports that 
a leader has to create the conditions in which employees have the supporting 
psychodynamics and infrastructure that allows them to move from being change 
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fragile to change agile. Rolls (1995:103) further argues that the leader is 
relationship driven and creates a work intimacy that unleashes the human spirit. 
“… (They) provide the critical set of conditions under which employees can 
unfold, transform, grow and flourish in uncertainty" (Rolls, 1995:103). Similarly 
Pascale (1999:195) argues that the primary task of leadership is to create a 
context that calls forth and taps into the emergent potential of the organisation. In 
the same way Fullan (2001:3) argues that leadership is not mobilizing others to 
solve problems we already know how to solve, but rather to help them confront 
problems that have never been successfully addressed. Leadership and 
empowerment are therefore mutually reinforcing aspects of the change process 
(Caldwell, 2003:286). These definitions of leadership place more emphasis on 
creating the right context and relationships. 
The definition of Kanter (2002:59) appears to combine the elements of direction 
setting, context creation and relationships when she defines leadership as: 
 Setting the direction, defining the context and helping produce coherence for 
their organisations; 
 Managing the culture – specifically the vehicles through which that culture is 
expressed; 
 Setting the boundaries for collaboration, autonomy, the sharing of knowledge 
and ideas and giving meaning to events that would otherwise appear random 
and chaotic; and 
 Inspiring voluntary behaviour, as well as the degree of effort and innovation. 
The elements of leadership highlighted through the definitions provided by the 
authors above are summarized in Figure 6.3 on page 132. 
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Figure 6.3 Leadership defined 
Figure 6.3 illustrates the key elements of leadership, which are: 
 Creating a vision, and setting of goals and objectives; 
 Influencing and empowering followers to attaining the vision, goals and 
objectives; 
 Creating the appropriate context which will enable the attainment of the 
vision, goals and objectives; and 
 Creating the supporting relationships that will facilitate the attainment of the 
vision, goals and objectives. 
“There are almost as many definitions of leadership as there are persons who 
have attempted to define the concept” (Stodgill, 1974:259). Where there seems 
to be general agreement around leadership involving a process of influences, 
most of the arguments seem to revolve around whether leadership must be 
noncoercive and whether it is distinct from management (Robbins, 1998: 346). 
Kotter (1990:104) proposes that good management brings about order and 
consistency by drawing up formal plans, designing rigid organisation structures 
and monitoring results against plans. Leadership, on the other hand is about 
coping with change (Ibid). As this study’s main focus is in the domain of change, 
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its focus will be on leadership as opposed to management. Before the leadership 
theories will be looked at however, the next section will compare leadership and 
management in order to formulate a good understanding of the two concepts. 
6.3. Leadership versus Management 
In the context of change, Caldwell (2003:285) distinguishes between leadership 
and management as: 
 Leadership is essential to initiate innovation and creating a vision of change. 
Change leaders are therefore those executives or senior managers at the 
very top of the organisation who envision, initiate or sponsor strategic or 
transformational change; and 
 Management plays a vital role in the implementation of change and 
translating the vision into agendas and actions. Change managers are those 
middle level managers and functional specialists who carry forward and build 
support for change within business units. 
Caldwell (2003:285) argues that managers and functional specialists are now 
expected to embrace the change-orientated attributes which will give them the 
ability to cope with uncertainty and become leaders, innovators and risk takers. 
In the same vein, Kent et al (2001:223) distinguish between management and 
leadership by stating that: 
 Management has a great deal to do with allocating and insuring the effective 
use of resources in the accomplishment of organisational goals; and 
 Leadership is related to the marshalling, energizing and unifying of people 
toward the pursuit of a vision. 
Kets de Vries (1995:7) makes a number of distinctions between leaders and 
managers, which are set out in Table 6.1 on page 134. 
134
Table 6.1: Leaders versus Managers (Kets de Vries, 1995:7) 
Leaders (Change leaders) Managers (Change implementers)
More interested in the future Stick to the present 
Prepared to deal with change More concerned about stability 
Focus on the long term Preoccupied by the short term 
Have vision and inspire others Have to be instructed 
They have charisma Their power base comes from hierarchical 
authority 
Ask about why Preoccupied with how
Recognise the importance of corporate 
philosophy, core values and shared goals 
See tactics, structure and systems as more 
important 
They tend to have a helicopter view – 
seeing the forest as well as the trees 
They tend to muddle, making things 
complex 
They empower They control 
Frequently resort to intuition More concerned about logic 
They go beyond pure corporate concerns Corporate concerns are the only things 
that matter. 
Kets de Vries (1995:8) argues however that both leadership and management 
are needed, as a manager without leadership skills is a mere bureaucrat and a 
visionary who does not know how to implement a vision will lead an organisation 
astray. He therefore concludes that leaders need to envision the future and 
empower their followers, but must also know how to structure, design, control 
and reward behaviour. This thought is echoed by Fullan (2001:2) who states that 
leadership and management overlap and that both qualities are needed. In the 
context of change Caldwell (2003:291) argues that the two roles may often not be 
distinguishable from each other as the attributes assigned to each are 
inseparable in organisations that are faced with constant challenges to deal with 
ever changing environments. In the same vein Davies (2002:205) argues that a 
great deal of attention has been given in recent years to leadership at the 
expense of good management. This thought is echoed by Blanchard (1996:82) 
who states that one of the problems in organisations is that the people who have 
created the vision and the direction of the organisation (effectiveness) do not roll 
their sleeves up and get involved in the implementation (efficiency).  It is only 
when the vision and the implementation strategies are aligned that the 
organisation can be successful and its people empowered (ibid).
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It could therefore be concluded that, in order to successfully lead organisations 
through change, both the vision setting and the ability to empower of leadership 
and the effective and efficient use of resources by management are important. 
Therefore focusing just on the one ignores an important aspect of the same 
concept. 
Given this conclusion, it could therefore be argued that the summarized definition 
of leadership in Figure 6.3 on page 132 could be applied to management as well. 
In other words, if the two concepts are two sides of the same coin, the definition 
that applies to the one would be applicable to the other as well. Management 
could therefore be defined as consisting of the combined elements of direction 
setting, influence, context creation and relationship building across all levels 
within the organisation. It could further be argued that the definition could be 
applied to the various management levels in the organisation. This viewpoint is 























Figure 6.4 Leadership and the different management levels 
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Figure 6.4 illustrates that:  
 The elements of leadership can be applied to management as well, as 
leadership and management are two sides of the same coin; and 
 The elements of leadership and management are exercised across different 
levels in the organisation. 
It is important to note that the elements of leadership may be exercised to 
different degrees on the different levels with the higher levels having to exercise 
them to a greater degree or in a different combination. For example, direction 
setting is more complex at top management level than at supervisory level.  
In exploring the issue of leadership further, the next section will look at the 
different schools of leadership that have received increased attention over the 
years.  
6.4. Schools in Leadership 
The literature abounds with leadership theories and in recent years there has 
been an escalation in thought around leadership philosophies. This study will 
however only focus on the modern schools of thought around leadership. This 
section will explore transactional, transformational, charismatic, servant and 
transcendental leadership as well as depict them in a hierarchy. 
6.4.1. Transactional Leadership 
Cardona (2000:203) defines transactional leadership as: “the leadership defined 
by an economically-based exchange relationship. In this relationship the leader 
promotes uniformity by providing extrinsic (positive or negative) rewards to the 
collaborators”
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Transactional leadership refers to the exchange between the superior and 
subordinate (Humpreys and Einstein, 2003:85). This exchange is expanded upon 
in chapter seven. The superiors give the subordinates what they want in 
exchange for what the superiors want (ibid). This is echoed by Pearce et al
(2003:275) who state that transactional leadership is focused on clarifying the 
effort-reward relationships and that it uses reward systems to achieve maximal 
motivation. In the same context Aaltio-Marjosola and Takala (2000:148) and 
Robbins and Cenzo (1998:407) state that transactional leaders are seen as 
people who motivate and guide their followers in the direction of established 
goals by clarifying their role and tasks. Cardona (2000:204) states that the 
transactional leader is exclusively concerned with the results of the relationship. 
In this vein, Pearce et al (2003:285) purport that the transactional leadership 
approach includes the following behavioural set: 
 Dispensing contingent material rewards; and 
 Dispensing contingent personal rewards. 
Sarros and Santora (2001:389) state that transactional leadership pursue a cost-
benefit, economic exchange with followers and that it consists of two factors 
namely contingent reward and management by exception. These components of 
transactional leadership are listed by Bass (1998:6), and are summarized in 
Table 6.2 on page 138. 
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Table 6.2: Transactional leadership factors (Bass, 1998:6) and (Sarros and Santora, 
2001:389) 
Contingent reward Achieves results. 
People appreciate tangible, material rewards for their efforts. 
Promotes compliance by appealing to the needs and wants of 
people. 
Negatives associated with this reward include: 
- Executives may see performance in dollar terms and forget 
that organisations exist as living cultures that rely on mutual 
transactions among leaders and workers to achieve 
synergistic outcomes. 
- Leadership is limited to material instead of meaning 
outcomes. 
- Key indicators include: material reward of performance, 
direction setting, reciprocity and confidence in the team. 
Management by exception  These leaders have implicit trust in their workers to finish the job to a 
satisfactory standard. They do not inspire workers to achieve 
beyond expected outcomes. 
Negatives associated with this approach include: 
- It reflects the inability of some executives to communicate 
their message or to confront their weaknesses. 
- Key indicators include: consistent trust in workers, 
maintenance of the status quo, poor communication, and 
lack of confidence. 
Bass (1998:6) adds the dimension of discipline to this leadership approach in 
defining transactional leaders as: “occurring when the leader rewards or 
disciplines the follower depending on the adequacy of the follower’s 
performance”. In this context Popper and Zakkai (1994:6) state that transactional 
leadership is reactive and that its basic orientation is dealing with present issues.  
The skills that are associated with transactional leadership include good 
negotiation skills and effective resource allocation (Cardona, 2000:204; Bass, 
1998:65). Furthermore, transactional leadership seems to be predominantly 
associated with intellectual intelligence where the key characteristic of the 
relationships is the maintenance of the strategic advantage by the leader relative 
to the follower (Mussig, 2003:73). There is also an indication in the literature that 
transactional leadership focuses more on middle and first-line management 
(Lussier, 1997:397).   
Given the preceding descriptions and definitions it can therefore be concluded 
that transactional leadership: 
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 Is about the exchange between superior and subordinate; 
 Deals with present issues; 
 Deals with the clarification of roles and tasks;  
 Focuses on middle and first-line management; 
 Is mostly associated with intellectual intelligence; and 
 Focuses more on middle and first-line management. 
6.4.2. Transformational Leadership 
Stone et al (2004:349) state that transformational leadership differs substantially 
from transactional leadership as it is more concerned about progress and 
development and transforming the personal values of followers to support the 
future vision and goals of the organisation. In defining transformational leadership 
as: “the leadership defined by a work-based exchange relationship. In this 
relationship the leader promotes alignment by providing fair extrinsic rewards and 
appealing to the intrinsic motivation of the collaborators”, Cardona (2000:204) 
states that the transformational leader is not the opposite of the transactional 
leader, but rather an enriched transactional leader. Robbins and Cenzo 
(1998:407) also state that transactional and transformational leadership should 
not be viewed as opposing approaches, but rather that transformational 
leadership is built on transactional leadership. As demonstrated by Stone et al 
(2004), Cardona (2000) and Robbins and Cenzo (1998), Pawar (2003:399) 
points out that there are different views suggesting different forms of relationship 
between transactional and transformational leadership. These are: 
 The view that transactional and transformational leadership are two distinct 
dimensions; and 
 The view that transactional and transformational leadership are correlated and 
occur together as well as the view that transformational leadership subsumes 
the effect of transactional leadership. 
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According to Burns (1978:20) transformational leaders operate out of deeply held 
personal value systems, and by expressing these personal standards they unite 
their followers, but more importantly, they can change their followers' goals and 
beliefs. Robbins and de Cenzo (1998:407) define transformational leaders as: 
"Leaders who pay attention to the concerns and developmental needs of 
individual followers; they change followers' awareness of issues by helping those 
followers to look at old problems in new ways; and they are able to excite, 
arouse, and inspire followers to put out extra effort to achieve group goals”. 
Sarros and Santora (2001:385) state that transformational leaders raise the 
consciousness of followers by appealing to higher ideals and values such as 
liberty, peace, justice and equality. 
Popper and Zakkai (1994:6) state that transformational leadership is proactive 
and that this kind of leader sees the present as a springboard to achieve future 
aims and to form new expectations in his/her people. In the same vein Eisenbach 
et al (1999:83) argue that transformational, charismatic and visionary leaders 
may undertake the task of developing an appealing vision of the future which 
provides both a strategic and a motivational focus and that provides a clear 
statement of the purpose of the organisation which is a source of inspiration and 
commitment. This is supported by anecdotal evidence which suggests that 
transformational leaders rely more on their charismatic attributes to influence 
followers (Stone et al, 2004:354). 
The direction setting and motivation of followers mentioned by the authors above 
are illustrated by the characteristics and behaviour sets associated with 
transformational leadership. The elements of transformational leadership can 
broadly be categorised into approach [as described by Pearce et al (2003:285)], 
characteristics (as described by Tichy and Devanna, 1996:271) and process (as 
defined by Northouse (2001:132)). These elements are in turn determined by the 
context within which the leader finds him/herself. This is illustrated in Figure 6.5 
on page 141. 
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Figure 6.5 Elements of transformational leadership 
The various elements described in the diagram above are expanded upon in the 
next sections. 
6.4.2.1.  Transformational leadership approach 
Pearce et al (2003:285) state that the transformational leadership approach 
includes the following behavioural set: 
 Providing a sense of vision; 
 Challenging the status quo; 
 Engaging in idealism; and 
 Providing stimulation and inspiration. 
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6.4.2.2.  Transformational leadership characteristics 
Tichy and Devanna (1996:271) list the following as characteristics of 
transformational leaders. They: 
 Identify themselves as change agents; 
 Are courageous individuals; 
 Believe in people; 
 Are value driven; 
 Are lifelong learners; 
 Have the ability to deal with complexity, ambiguity and uncertainty; 
 Are visionaries; 
 Set direction; 
 Mobilize individual commitment; 
 Engender organisational capability; and 
 Demonstrate personal character. 
The characteristics listed above are related to the components of emotional 
intelligence which is defined by Goleman (1998:317) as: “the capacity for 
recognizing our own feelings and those of others, for motivating ourselves, and 
for managing emotions well in ourselves and in our relationships”. Emotional 
intelligence is defined by Martinez (1997:72) as: “an array of non-cognitive skills, 
capabilities and competencies that influence a person’s ability to cope with 
environmental demands and pressures”. Studies conducted by Sivanathan and 
Fekken (2002:201), Palmer et al (2001:7) and Barling et al (2000:159) show a 
link between transformational leadership and emotional intelligence. Tischler et al 
(2002:210) list the following as emotional intelligence skills: 
 Self-management;  Adaptability;   Self-control; 
 Conscientiousness;  Initiative;   Achievement; 
 Trustworthiness;   Social skills;   Leadership; 
 Influence;    Developing others;  Change catalyst; 
 Communication;   Conflict management; Building bonds; and 
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 Teamwork and collaboration. 
Cardona (2000:201) brings a different perspective and argues that there are two 
types of transformational leaders: 
 Pseudo-transformational leaders who appeal to emotions rather than to 
reason and may manipulate follower’s ignorance in order to push their own 
interest. The leader may become a manipulator in persuading followers to be 
aligned with his or her vision; and 
 Authentic transformational leaders who are engaged in the moral uplifting of 
their followers, share mutually rewarding visions of success and empower 
them to transform those visions into reality. 
Pawar (2003:401) states that there are likely to be different types of 
transformational leaders as it would be unlikely for leadership to manifest in only 
one form when it needs to be responsive to organisational requirements and be 
compatible with the organisational context. Within this perspective Bass 
(1998:136) refers to four factors of transformational leadership (thus referring to 
Cardona’s authentic transformational leader). These factors are summarized in 

































































































































































































































































































































































































































































































































































































































































































































































































































































6.4.2.3. Transformational leadership as a process 
Kent et al (2001:222) describes transformational leadership as a process by 
which change is introduced to the individual and/or the organisation. There are 
however differing positions in the literature on whether transformational leaders 
focus mainly on followers or organisations or both in order to bring about change 
(Pawar, 2003:400). In this context Pawar (2003:400) argues that there is a 
relationship between the organisational context and transformational leadership. 
The three most important issues around how the relationship may be shaped, 
highlighted by Pawar, are: 
 Different types of organisational contexts, for example the type of change, can 
create different degrees of need for transformational leadership; 
 The organisational context can determine the degree to which transformational 
leadership will be accepted/supported or opposed in the organisation; and 
 The context will shape the nature of transformational leadership behaviours 
that emerge and operate in the organisation. 
Having looked at the various elements of transformational leadership, it is worth 
noting that Northouse (2001:146) argues that transformational leadership has 
several weaknesses. He suggests these weaknesses to be that: 
 It lacks conceptual clarity. It covers a wide range and it is therefore difficult to 
define clearly what the parameters of transformational leadership are; 
 There is a substantial overlap between each of the four factors (idealized 
influence, inspirational motivation, intellectual stimulation and individualized 
consideration), which suggest that the dimensions are not distinct; 
 Charismatic leadership is often used synonymously with transformational 
leadership even though it is only one component of transformational 
leadership in some leadership models (e.g. Bass, 1985); 
 It treats leadership as a personality trait rather than a behaviour in which 
people can be instructed;  
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 The impression is created that it is elitist and antidemocratic as the leader 
advocates new direction; 
 Studies were based on qualitative data which apply to the leadership of
organisations but not necessarily leaders in organisations; and 
 It has the potential to be abused as it is concerned with changing people’s 
values and moving them to a new vision. 
Given the thoughts of the authors above, it could be concluded that 
transformational leadership: 
 Develops an appealing vision of the future; 
 Provides strategic and motivational focus; 
 Appeals to the intrinsic motivation of followers and provides inspiration; 
 Forms new expectations in people; 
 Consists of three elements namely process, approach and characteristics; 
 Is associated with emotional intelligence; 
 Could be divided into four types: 
o Individualised consideration; 
o Inspirational motivation; 
o Intellectual stimulation; and 
o Idealised influence. 
 Depending on the motive of the leader he/she could either be authentic or 
pseudo; and 
 Is an enriched form of transactional leadership.  
Bass (1998:131) cites studies done by various authors such as Avolio and Bass 
(1993 and 1994), House, Sprangler and Woyke (1991) and Yokochi (1989), 
which show that transformational leadership can be applied to all levels of 
management. This is illustrated in Figure 6.6 on page 147. 
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Figure 6.6 Transformational leadership and the management levels 
6.4.3. Charismatic Leadership 
There is disagreement in the literature on whether charismatic leadership is a 
dimension of transformational leadership or distinct thereof (Pawar, 2003:399). 
Some use the two terms interchangeably while others make a clear distinction 
between the two. This is echoed by Kent et al (2001:223) who states that the 
relationship between “charisma” and transformational leadership is unclear.   
Sarros and Santora (2001:389) classify charismatic leadership under 
transformational leadership and associate it with the idealized influence 
approach. They state that charismatic leaders project self-confidence onto others 
and that the display of confidence in the follower’s willingness to make self-
sacrifices and an ability to achieve exceptional goals is a powerful motivating 
force. This is echoed by Robbins and Cenzo (1998:407) who state that 
transformational leaders are also charismatic although transformational 
leadership is more than charisma. Yukl (1999:285), on the other hand suggests 
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that transformational leadership and charismatic leadership may be incompatible 
with each other, thereby illustrating Pawar’s point on the differences in opinion. 
Aaltio-Marjosola and Takala (2000:148) also classify charismatic leadership 
under transformational leadership. They argue that the following principles apply 
to charismatic leadership (Aaltio-Marjosola and Takala, 2000:146): 
 Charisma is stigmatized by the glory given to a selected few; 
 A charismatic leader’s selfishness and narcissism may lead to undesired 
consequences while the unselfish and sacrificing features of a charismatic 
leader may be seen to bring about admirable and desired consequences; 
 Genuine charisma is connected with something “new” which calls forth a 
charismatic, authoritarian structure that leads to actions, movements and 
events that are out of the ordinary routine; 
 Pure charisma is personal, direct, radical and extraordinary; and 
 Pure charisma conflicts with the existing established order. It therefore works 
like a change catalyst within an organisation. 
In the same vein Bass (1998:14) suggests that charismatic leadership may be 
socialized or personalized. These are defined as: 
 Socialised charismatic leadership is based on egalitarian behaviour. These 
leaders are motivated by collective interests and develop and empower others. 
They tend to be altruistic and use legitimate established channels of authority; 
and
 Personalized charismatic leadership, on the other hand, is based on personal 
dominance and authoritarian behaviour. These leaders rely on manipulations, 
threat and punishment. They show a disregard for institutional procedures and 
the rights and feelings of others. 
Popper and Zakkai (1994:7) state that different situations, such as hierarchical 
contexts, the relationship between the leader and his or her followers, the nature 
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of the tasks and the conditions in which they function call for different leadership 
patterns. This is illustrated in the Table 6.4: below. 
Table 6.4: Transactional, Charismatic and Transformational Leadership and the conditions 
conducive to their predominance. (Popper and Zakkai, 1994:7) 
Leadership pattern Conditions conducive to the predominance of the 
leadership pattern 
Transactional Routine situations where the basic level of anxiety is not 
high, there is no acute sense of impending crisis or 
major changes. 
Charismatic Situations where there is a high anxiety level, conditions 
of crisis and change that intensify processes of 
projection, transference and attribution. 
Transformational Situations where the basic level of anxiety is not high 
and attention is given to the developmental needs of the 
led. In general, this leadership pattern depends more on 
the leader’s view of him/herself as transformational and 
less on the organisational context than do transactional 
and charismatic leadership. 
In this context Lussier (1997:396) states that charismatic leadership is based on 
a leadership approach that inspires loyalty, enthusiasm and high levels of 
performance and that these leaders have an idealised goal or vision and are 
viewed as being able to make radical changes to reach the goal. In the same 
vein Bowie (2000:186) defines charisma as a rare personal quality of leaders 
who arouse fervent popular devotion and enthusiasm. In the same context 
Popper and Zakkai (1994:6) state that charismatic leadership is expressed 
through mechanisms of attribution, projection and transference. They argue that 
leaders are images created by the led who use the leader as a “screen” for their 
projections and attributions. 
The characteristics and competencies associated with charismatic leadership are 
listed below. It is worth noting the similarities in the lists with those listed under 
transformational leadership in the preceding section. 
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Robbins and Cenzo (1998:406) cite the Bennis studies and list the following 
competencies as common among charismatic leaders: 
 Having a compelling vision or sense of purpose; 
 The ability to communicate the vision in clear terms; 
 Demonstrating consistency and focus in the pursuit of the vision; and 
 Knowing their own strengths and capitalizing on them. 
Referring to charismatic leaders, Nadler (1999:23) argues that heroic leadership 
involves three essential characteristics: 
 Envisioning, which he describes as having the ability to develop, articulate and 
communicate a clear vision of what the future will look like; 
 Energising, which refers to the ability to motivate large groups of people and 
infuse them with enthusiasm, excitement and confidence; and 
 Enabling, this refers to the ability to provide people with the necessary support 
and knowing how to remove obstacles standing in their way. This support 
includes the provision of structures, processes, resources and rewards.  
Fullan (2001:1) warns however that charismatic leaders often do more harm than 
good because they provide, at best, episodic improvement followed by frustrated 
or despondent dependency. 
Given the thoughts of the authors above it is concluded that charismatic 
leadership: 
 Is seen by some as separate from transformational leadership, but is classified 
under transformational leadership by others; 
 Is associated with inspiration and the ability to make radical changes to reach 
a goal; and 
 Can be harmful when: 
o The leader is selfish and narcissistic (personalized charismatic 
leadership). 
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o It creates episodic improvement followed by frustrated or despondent 
dependency. 
6.4.4. Servant leadership  
Spears (1996:34) argues that traditional approaches to leadership are slowly 
yielding to a model that is based on teamwork and community and that seeks to 
involve others in decision making, that is based on ethical and caring behaviour 
and enhances the growth of people. This emerging approach to leadership and 
service, he states, is servant leadership. Cardona (2000:205) states that for the 
servant leader, leadership begins with the natural feeling that one wants to serve. 
This conscious choice to serve then inspires the person to lead while care is 
taken that other people’s highest priority needs are being served. 
Stone et al (2004:352) point out that there are a number of similarities between 
transformational and servant leadership. Both approaches emphasize the 
importance of appreciating and valuing people, listening, mentoring or teaching, 
and empowering followers, with the greatest similarity being the emphasis on 
individualized consideration and appreciation of followers. The two leadership 
approaches are not antithetical, but rather complementary ideologies (ibid).
Stone et al (2004:352) argue that the primary difference between 
transformational leadership and servant leadership is the focus of the leader. 
While both leaders show concern for their followers, the overriding focus of the 
servant leader is upon service to his/her followers. The transformational leader 
on the other hand has a greater concern for getting followers to engage in and 
support organisational objectives.  
Russell (2001:81) states that servant leaders value human equality and seek to 
enhance the personal development and professional contributions of all 
organisational members. Russell and Stone (2002:146) state that we cannot 
move to a higher standard of leadership as long as power dominates our thinking 
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about leadership. They argue that we must place service at the core and that 
power must only be used for service. Russell (2001:80) and Russell and Stone 
(2002:146) list the following as distinguishable attributes of the servant leader: 
Vision;    Credibility;   Trust; 
Service;    Modelling;   Pioneering; 
Appreciation for others;  Empowerment;  Communication; 
Credibility;    Competence;  Stewardship; 
Visibility;    Influence;   Persuasion; 
Listening;    Encouragement;  Teaching; and 
Delegation. 
From the above it could be concluded that servant leadership: 
 Focuses on the personal development of the followers; 
 Places service at its core; and 
 Is based on ethical and caring behaviour. 
6.4.5. Transcendental leadership 
Cardona (2000:204) defines transcendental leadership as: "the leadership 
defined by a contribution-based exchange relationship. In this relationship the 
leader promotes unity by providing fair extrinsic rewards, appealing to the 
intrinsic motivation of the collaborators, and developing their transcendent 
motivation." Cardona (2000:205) goes on to say that transcendental leaders are 
concerned with the people themselves, and try to contribute to their personal 
development. Their most important competence is their integrity and capacity to 
sacrifice themselves in the service of their collaborators, even at the expense of 
their own interests. Building on Cardona’s theory, Sanders, Hopkins and Geroy 
(2003: 21) suggest that transcendental leadership recognizes the internal force, 
spirituality that compels leaders to act above ego and to be more concerned 
about an internal development that transcends realities as defined by the 
environment. 
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Cardona (2000:205) cites the following as key competencies of the 
transcendental leader: 
 Negotiation; 
 Communication; and 
 Integrity. 
Cardona argues that these competencies enable the leader to create and 
maintain contribution partnerships where collaborators follow the leader out of 
unity and not only alignment or uniformity. 
Pearce et al (2003:285) refer to the empowering leadership approach and argue 
that it includes the following behavioural set: 
 Encouraging opportunity thinking; 
 Encouraging self-rewards; 
 Encouraging self-leadership; 
 Engaging in participative goal setting; and 
 Encouraging teamwork. 
The characteristics of transcendental leadership seem to be correlated to 
spiritual intelligence which is defined by Zohar and Marshall (2000:3) as: “The
intelligence with which we address and solve problems of meaning and value, 
the intelligence with which we can place our lives in a wider, richer, meaning-
giving context, the intelligence with which we can assess that one course of 
action or one life-path is more meaningful than another”. In this context Emmons 
(2000:10) cites the following as the core abilities of spiritual intelligence: 
 The capacity for transcendence; 
 The ability to enter into heightened spiritual states of consciousness; 
 The ability to invest in all activities and relationships with a sense of the 
sacred; 
 The ability to utilize spiritual resources to solve problems; and 
 The capacity to engage in virtuous behaviours.  
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 Less impulsiveness, neuroticism; 
 Work performance; 
 Good relations with co-workers; 
 Good relations with supervisors; 
 Social extroversion; 
 Collaborative, developmental; 
 Orientation towards positive values; and 
 Less sensitivity to criticism. 
Mussig (2003:74) points out that there is an overlap between the capabilities 
linked to emotional intelligence and those linked to spiritual intelligence as both 
include a people or relationships dimension. Although there seems to be 
overlaps as well as many similarities between Pearce et al’s list and the lists 
under transformational leadership, Sanders, Hopkins and Geroy (2003: 21) 
suggest that transcendental leadership is a new and more comprehensive way of 
viewing effective leadership and that transcendental leadership both integrates 
and builds on existing leadership theory. They developed a model that suggests 
that: 
 There are three structural levels of leadership accomplishment which are 
linked together along a hierarchical continuum: 
o Transactional; 
o Transformational; and 
o Transcendental 
 The continuum stretches from the lower positioning of the transactional 
leadership theory which is likely to be associated with a relatively low sense of 
divine awareness to the higher positioning of transcendental leadership which 
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is associated with a higher level of spirituality which mobilizes the individual 
toward meaningful or transcendental accomplishment; 
 As leaders develop along the hierarchical continuum there will be 
commensurate development in the consciousness dimension of spirituality and 
thus leader effectiveness; 
 As leaders develop along the continuum the moral character dimension of 
spirituality will become more developed; and 
 As leaders develop along the continuum the faith dimension of spirituality will 
become more developed. 
As opposed to servant leadership, Cardona (2000:204) argues that the 
transcendental leader is not just a server, but rather that he or she is a 
transactional leader who is also charismatic and a server. 
From the above it could be concluded that transcendental leadership: 
 Is defined by a contribution-based exchange relationship; 
 Focuses on integrity and sacrifice in the service of followers; 
 Empowers; 
 Develops the consciousness dimension, the moral character dimension and 
the faith dimension of spirituality; and 
 Incorporates transactional, transformational, charismatic and servant 
leadership. 
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Figure 6.7 Schools of leadership 
Figure 6.7 graphically depicts that: 
 The various leadership approaches are built one on top of the other from 
transactional leadership to transcendental leadership. The one subsumes the 
other. This is evident in the similarities in attributes across the different 
approaches; 
 Transactional leadership is the most basic while transcendental is the most 
complex approach as it incorporates the others; and 
 Following the arguments of Sarros and Santora (2001:389), Robbins and 
Cenzo (1998:407) and Aaltio and Takala (2000:148) in terms of charismatic 
leadership as well as the arguments of Stone et al (2004:352) in terms of 
servant leadership, these two leadership approaches (charismatic and servant 
leadership) have been clustered under transformational leadership. This is due 
to the significant amount of overlap between these approaches and 
transformational leadership.  
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6.4.6. Concluding remarks 
The leadership abilities described under the different schools of leadership could 
broadly be divided into three categories namely cognition, emotional and spiritual 
which have been coined by authors like  Mussig (2003:75)  who distinguishes 
between intellectual, spiritual and emotional intelligences and Tischler et al 
(2002:209) who distinguish between IQ, emotional intelligence and spiritual 
intelligence. The three main leadership schools can be associated with certain 
types of intelligence, as illustrated in Table 6.5 below. 
Table 6.5: Leadership and intelligence 
Leadership School Type of intelligence  
Transactional Cognition/ Intellectual intelligence  
Transformational Emotional intelligence 
Transcendental Spiritual intelligence 
It was concluded in the section above that transformational leadership is an 
enriched transactional leadership and that transcendental leadership 
incorporates transactional, transformational, charismatic and servant leadership. 
It could therefore be argued that transformational leadership incorporates 
cognition and emotional intelligence and transcendental leadership incorporates 
cognition, emotional intelligence and spiritual intelligence.  This is illustrated in 
Figure 6.8 on page 158. 
The definitions and schools of leadership thought explored in this chapter 
suggest that leaders must understand the roles they need to perform in changing 
circumstances, be able to shape change-agile employees and understand that 
leadership is a strategic issue. The roles leaders must perform presupposes that 
they must have the necessary competencies to perform those roles. The roles 



























This approach includes 
cognitive intelligence
This approach includes cognitive intelligence 
as well as emotional intelligence
Figure 6.8 Schools of leadership and intelligence types 
In this context Marquardt (2000:233) argues that it has become increasingly clear 
that the new century demands new kinds of leaders with new skills. He suggests 
that the skills that may have worked in a more stable, predictable environment 
will be inadequate in the new era of uncertainty and rapid change where it is 
difficult to define the problem and even more difficult to engineer possible 
solutions. 
Thus the two crucial elements are the employees that leaders have to take 
through the change and the skills/competencies leaders need in an era of 
uncertainty and rapid change. With this in mind, the next chapter will focus on 
followership while chapter eight will expand on leadership competencies. 
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CHAPTER 7 :CHANGE: LEADERSHIP-FOLLOWERSHIP INTERACTION 
7.1. Introduction 
The previous chapter focused on the modern schools of leadership. This chapter 
will focus on the leadership-followership interaction. This chapter’s focus in 








Figure 7.1 Outline: Chapter 7 
The importance of the leadership-followership is evident in the following areas: 
 The impact of stress on employees was identified as one of the five critical 
issues facing leadership today (Figure 6.2 in chapter 6); 
 The definitions of leadership included elements that all refer to followers: 
o Ability to influence; 
o Inspiring others; 
o Creating the right conditions for employees; 
o Empowering employees; 
o Setting direction; and  
o Creating supporting relationships. 
 The different schools of leadership refer to exchange relationships. 
The definitions of leadership clearly imply that leadership is not practiced in 
isolation. The employees play a central role in leadership. This chapter will 
therefore focus on followership as an important dimension of leadership. 
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7.2. Followership 
Although leadership studies often place the emphasis on the leader, it is 
important to note that leadership has its complement in followership. 
Understanding leadership therefore naturally requires a focus on followership as 
leaders are irrelevant without followers (Brown and Thornborrow, 1996:5). 
Followership is not only a prerequisite to leadership, but also a continuing role 
(Townsend and Gebhardt, 1997:137).   
For many people the role of follower is a conscious choice that is based on 
several paths of followership, including apprentice, disciple, mentee, comrade, 
loyalist, dreamer and lifeway (Townsend and Gebhardt, 1997:139). In addition to 
choosing whom they will follow, they also choose when to stop following a 
particular person.  
Most people spend a lot of their time following orders, but scholars have only 
recently started to realise that, in addition to having leaders who can lead, 
successful organisations need followers who can follow (Robbins, 1998:381). 
Organisations therefore have to pay attention to the nature and quality of its 
followers as well as its leaders (Brown and Thornborrow, 1996:5). Leaders are 
most effective when the followers are as professional in their attitude toward 
followership as leaders are about leadership (Townsend and Gebhardt, 
1997:139). Effective followers have the following qualities (Robbins, 1998:382): 
 They manage themselves well. They are able to think for themselves and 
work independently without close supervision; 
 They are committed to a purpose outside themselves; 
 They build their competence and focus their efforts for maximum impact; and 
 They are courageous, honest and credible. 
It should be noted however that leadership is not necessarily vested in one 
individual. Popper and Zakkai (1994:3) state that the context of the leader and 
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the led in organisations is not monolithic, but composed of varying levels of 
relationships, contact and situations. The situation is therefore much more 
complex than the leader being the only variable existing in the influence dynamic 
between the leader and his/her people. Similarly Pinchot (1996:38) argues that 
as the complexity in an organisation reaches beyond the grasp of direct 
leadership, the liberation of many potential leaders becomes critical.  Mohrman 
(1999:284) reiterates the same thought by arguing that the message given during 
transition is to some extent interpreted and heard through the voices of the 
managers closer to the people and not just through top corporate management.  
The dynamics around leadership and followership are therefore not one-
dimensional. Organisations have to take cognisance of the fact that leadership 
within the organisation should not just be looked at in terms of one leader at the 
top. In other words, there should not just be one heroic leader in the leader-
follower relationship. 
In this context Beer (1999:128) argues that organisations that have one heroic 
leader inevitably experience the following unintended and undesirable 
byproducts: 
 Such leaders are often not informed that their ideas are invalid or not 
implementable; 
 They therefore do not receive feedback on their contribution to the 
ineffectiveness of the organisation; 
 They create dependent or counter-dependent subordinates; 
 Their solutions do not encompass diverse perspectives; and 
 They can create unrealistic and unachievable goals. 
Kets de Vries (2001:2) also suggests that leadership is never limited to the acts 
of one heroic individual. He states that leadership operates in the context of 
employees and of the business, industry as well as the larger social environment. 
Similarly Cummings (1999:316) argues that transforming an organisation is a 
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system-wide process that involves most layers of the organisation. Such change 
therefore needs considerable assistance and emotional support throughout the 
organisation. This is echoed by Helgesen (1996:20) who states that relentless 
aggrandizement of those leaders at the top while implicitly demeaning the 
contributions of those who fail to achieve top rank is demoralising and leads to 
organisations falling prey to the heroes-and-drones syndrome. Agreeing with 
Helgesen, Caldwell (2003:285) argues that there has been a tendency to conflate 
the image of the change leader into a single generic type. Similarly, Beer 
(1999:128) argues that by playing a dominant heroic role, leaders prevent the 
development of other leaders at multiple levels which is essential if a company is 
to renew itself continuously as required in a rapidly changing environment.  
Bringing a different perspective to the debate, Heifetz and Laurie (1999:55) argue 
that people still operate as if the top job were to provide decisive know-how even 
though we are faced with the crises and pace of our current age.  People 
therefore fall into patterns of dependency and hence place impossible burdens 
on those at the top (ibid). Senge (1996:42) suggests that this situation may exist 
as a means of self protection as it is more comfortable to hold someone else, 
namely top management, responsible for the lack of effective leadership. 
The conclusion that could be derived from the statements made by the various 
authors in this section is that the notion of a heroic leader is reinforced both from 
the top of the organisation as well as from the lower levels of the organisation. 
Thus indicating an imbalanced view on what the leader-follower relationship 
should be. To address this problem the definition of leadership should be 
expanded to include the various layers within the organisation referred to by Beer 
(1999:128). Combining the definitions of leadership explored in the previous 
chapter, as well as the arguments around the heroic leader, leadership could 
therefore be defined as consisting of the combined elements of direction setting, 
influence, context creation and relationship building across all levels within the 
organisation. These multiple levels referred to by Beer are reminiscent of various 
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managerial levels and in turn the debate around leadership versus management. 
The following section will therefore explore this issue further, particularly from a 
change perspective. 
7.3. Followership and change methods 
Waldersee and Griffiths (2004:424) distinguish between two types of 
implementation approaches as outlined in Table 7.1 below and argue that 
research has not identified one as consistently superior to the other: 
Table 7.1: Waldersee and Griffiths' change implementation types 
Participative 
implementation 
Includes sensitivity training, organisational development, 
participation, teams and job redesign. 
Assumes that changed attitudes play a causal role in changing 
behaviour.




Achieved through technological solutions such as measurement 
and automation, system and process redesign and the 
restructuring of communication. 
Forced changes to behaviour are assumed to cause a shift in 
attitudes about the change. 
Success experienced by the workforce from forced changes will 
ultimately lead to workforce satisfaction and support. 
Waldersee and Griffiths (2004:425) argue that the type of change is a key 
contingency variable that interacts with the implementation method. Technical 
and structural changes can often be implemented using the unilateral method, 
while behavioral and social changes need to be implemented by using the 
participative method (ibid).  Combined with conclusions drawn in section 5, the 
implementation methods are illustrated in Figure 7.2 on page 164. 
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Radical change Incremental change
Leadership approach A Leadership approach B
Structural/Technical Behavioural/Social
Unilateral method Participative method
Figure 7.2: Change implementation methods 
Figure 7.2 illustrates that: 
 Both radical and incremental change could be either structural or behavioural; 
 Structural or technical change typically calls for unilateral change methods; 
 Behavioural or social change calls for participative change methods; and  
 Both implementation methods call for a corresponding leadership approach. 
The unilateral method is reminiscent of the transactional leadership approach 
expanded upon in chapter six, while the participative method reminds of the 
transformational and transcendental approaches. These are therefore added to 
expand on Figure 7.2, and illustrated in Figure 7.3 on page 165. 
Figure 7.3 illustrates that: 
 The transactional leadership approach is best suited for the unilateral 
implementation method; and 
 Transformational and transcendental leadership approaches are best suited 
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Figure 7.3: Change implementation methods and leadership types 
Fullan (2001:3) lists the following as the components of leadership that represent 
forces for positive change: 
 Moral purpose which means acting with the intention of making a positive 
difference in the lives of employees, customers and society as a whole; 
 Understanding the change process and the complexities thereof; 
 Relationship building with diverse people and groups; 
 Knowledge creation and sharing which entails constantly generating and 
increasing knowledge inside and outside the organisation; and 
 Coherence making which entails extracting valuable patterns worth retaining 
while tolerating enough ambiguity to keep the creative juices flowing. 
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Fullan’s components are reminiscent of Waldersee and Griffiths’ participative 
implementation approach (see Table 7.1 on page 163). These forces for positive 
change are echoed in the change leadership techniques suggested by the 
authors below. 
Nadler (1999:9) lists the following management techniques used by leaders 
during change: 
 Diagnose the need for change; 
 Develop a change strategy; 
 Develop and share a clear vision; 
 Build processes that broaden participation; 
 Use the CEO’s role for teaching and coaching; 
 Understand the value of symbolic acts; and 
 Manage executive succession. 
Nadler’s list seems to be consistent with the participative implementation 
approach quoted by Waldersee and Griffiths (see Table 7.1 on page 163). 
Similarly Kotter (1999:99) lists the following steps to transforming an organisation 
























































































































































































































































































































































































































































































































































































































































































































































































Miles (1999:224) designed a framework of leading corporate transformation. This 
framework is outlined in the table below: 
Table 7.3:  Miles' framework for leading corporate transformation 
Generate energy for 
transformation 
Confront reality 
Create and reallocate resources 
Raise the bar for performance 
Model desired behaviours 
Develop a vision and 
business success model 
Develop a strategic vision 
Model business success 
Analyse the total system: current vs vision states 
Identify the gaps 
Focus on a few transformation initiatives 
Align the organisation Restructure 
Implement infrastructure 
Reshape the culture 
Build core competencies 
Create transformation 
process architecture 
Educate and involve 
Create coordination and feedback mechanisms 
Communicate progress 
Fill transformation skills gaps 
Perkins (2000:xviii) lists the following strategies for leaders who lead on the edge: 
Table 7.4: Perkins' ten strategies for leading at the edge 
Vision and quick victories Never lose sight of the ultimate goal, and focus on short-
term objectives 
Symbolism and personal 
example 
Set a personal example with visible, memorable symbols 
and behaviours 
Optimism and reality Instill optimism and self-confidence, but stay grounded in 
reality
Stamina Take care of yourself, maintain your stamina and let go of 
guilt 
The team message Reinforce the team message constantly: “We are one – 
we live or die together.” 
Core team values Minimise status differences and insist on courtesy and 
mutual respect. 
Conflict Master conflict – deal with anger in small doses, engage 
dissidents, and avoid needless power struggles. 
Lighten up! Find something to celebrate and something to laugh 
about 
Risk Be willing to take the Big Risk 
Tenacious creativity Never give up – there is always another move 
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Kanter (2002:53) lists the following techniques leaders use to take charge of 
change:
 Tuning into the environment by creating a network of listening posts; 
 Challenging the prevailing organisational wisdom; 
 Communicating a compelling aspiration; 
 Building coalitions with the opinion shapers, the experts in the field and the 
values leaders; 
 Transferring ownership to a working team and allowing people to explore new 
possibilities; 
 Learning to persevere; and  
 Making everyone a hero. 
It is clear from the above leadership techniques listed by the various authors that 
change leadership requires effort and energy with a lot of focus on followers. 
Cummings (1999:310) argues however that change leadership does not always 
carry the same weight and does not have the same effect in all situations. It is 
therefore suggested that the need for change leadership would differ in different 
circumstances. This is illustrated in Table 7.5 on page 170. 
The question then arises as to when does a leader know whether the strategy 
implemented has actually worked? In terms of measuring the success of a 
change effort Hacker and Washington (2004:53) offer the following list of 
indicators: 
 Well defined result areas and goals; 
 Well defined objectives; 
 Well defined measurement processes; 
 Well established reviews; 
 Well defined responsibilities; and 
 Evidence of continuous improvement. 
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Table 7.5: Where change leadership matters least and most. {Cummings (1999:311)} 
Matters Least Matters Most 
Task environment 
Means-end linkages 
- Product differentiability 
- Industry standards 
- Market growth 
- Demand instability 
Rate of change 
- Product cycle 



















- Age  
- Size 
- Resource availability 
- Capital intensity 
- Culture 
Top team composition 
- Member age 
- Education level 
- Team tenure 
- Organisation tenure 
- Heterogeneity of education 
Board of directors 
- Cohesion 
- Demographic similarity of leader 



































- Professional aspiration 
- Tolerance for ambiguity 
- Cognitive complexity 
- Locus of control 
- Commitment to change 
- Organisation tenure 
Power 
- Power base 





















Organisations are finding, however, that change efforts rarely stand alone as 
once-off projects. The turbulence within the environment creates a situation 
where the organisation has to adapt continually. Leaders therefore cannot afford 
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to overlook the importance of leader-follower relationships. In particular, as noted 
in section 7.2, leaders have to pay attention to the quality of their followers. 
Therefore attracting and retaining followers who are not only professional in their 
attitude toward followership, but who are also agile. 
7.4.  Conclusion 
As the quality of the followers is important to the success of the organisation, so 
is the leadership quality in the organisation. The quality of leadership is 
underpinned by the level of skill displayed by the leaders. A crucial element in 
this equation is the perceptions of the followers in terms of the leaders’ level of 
skill. In other words, the followers’ perceptions of the leaders’ ability to 
successfully lead the organisation through change is an important factor in the 
leadership-followership relationship. In the second phase of the field study, the 
design of the questionnaires is aimed at measuring people’s perceptions of each 
other. More specificially it measures the employees’ perception of their leaders’ 
level of competency. As mentioned in the concluding remarks of chapter 6, new 
competencies are needed for the new era of uncertainty and rapid change. The 
next chapter will therefore explore leadership competency further. 
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CHAPTER 8 : LEADERSHIP AND COMPETENCY 
8.1. Introduction 
The previous two chapters focused on the leadership theories and the 
leadership-followership interaction. This chapter will specifically focus on 








Figure 8.1 Outline: Chapter 8 
Kets de Vries (2001:218) states that: “an individual’s leadership style – as 
embodied in various roles that the person assumes while in a leadership position 
– is the consequence of a delicate interplay of the forces in that person’s inner 
theatre (revolving around the individuals core needs) and the competencies he or 
she has acquired over time”. This is illustrated in Figure 8.2 on page 173. 
The overall focus of this study is on the leadership competencies needed in times 
of change. The chapter will, in particular, focus on competency. In order to 
understand the concept of competency, it has to be studied in relation to 
competence and capability. This chapter will therefore include a focus on 













Figure 8.2 Dimensions of leadership style (Kets de Vries, 2001:218) 
8.2. Capability, competency and competence  
In exploring the literature which includes the thoughts of authors like Veldsman 
(2002), Brown and McCartney (2003), Rowe (1995), Stuart and Lindsay (1997), 
Jaques (1998) and Morden (1997), it is clear that distinctions are made between 
competence, competency and capability. This section will show that capability 
forms the platform on which competencies are built and on which competence is 
built in turn.  
8.2.1. Capability 
Capability looks forward to the fulfillment of potential and is not concerned with 
past performance or ability. It is therefore about the person’s ability to learn how 
to perform tasks (which he or she does not have the knowledge or skill to perform 
at present) in the future (Brown and McCartney, 2003:8). Capability is therefore 
more fluid and in a continual state of development.  
Jaques (1998:18) distinguishes between two types of capability: 
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 Potential capability which is the highest level at which a person could work 
now. This is a function of a person’s maximum complexity of mental 
processing (which is defined as: “The maximum scale and complexity of the 
world that you are able to pattern and construe and function in, including the 
amount of complexity of information that must be processed in doing so”
(Jaques, 1998:18); and 
 Applied capability which is the level at which the person is actually working 
now. This is a function of the complexity of mental processing actually being 
used. 
Brown and McCartney (2004:8) also make a distinction between two types of 
capability, but with a different slant to Jaques’ view on capability. They state that 
capability is taken to have two broad areas of meaning which are summarized in 
Table 8.1 below. 
Table 8.1: Types of capabilities (Brown and McCartney, 2004:8) 
Type of capability Description 
Potential The possibilities inherent in the individual. These 
possibilities may take a tangible form. The emphasis is not 
so much on what the person can do. It rather looks at what 
the person has the capacity to do in the future. It could 
therefore be argued that a capable leader could be largely 
or wholly non-competent. Brown and McCarthy argue that 
from this point of view it could be concluded that if a person 
does not have the potential, their capability cannot be 
developed and one can therefore not acquire more 
capability. Capability therefore becomes a ceiling. 
Capability-as-potential therefore sees the process of 
development as the realization of what the person has been 
born with.  
Content This refers to something being in the individual that the 
individual can already demonstrate. This means that the 
capable leader must be able to do certain things. As 
opposed to the Capability-as-potential view, Capability-as-
content sees development as a journey in which capability 
can be developed and enhanced. In this view everyone 
could be a leader if they are sufficiently developed. In other 
words, incapable leaders are empty vessels into which 
content can be put. 
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Morden (1997:523) cautions, however, that managers would typically pay less 
attention to potential because it is less quantifiable than the characteristics of 
performance. Morden suggests therefore that potential represents the real power 
of the future and that leaders should recognize that.  
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Capacity has a ceiling







Figure 8.3:  Capability  
The diagram above illustrates that: 
 A person’s mental processing ability (which will be discussed later in this 
section) determines the level of capability; 
 There are two views on capability: 
o Capability is the person’s ceiling;  
o Capability can be developed; and 
 Potential and content capabilities translate into applied capability. 
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Given this understanding of capability, Brown and McCartney (2004:9) raise a 
number of questions: 
 Can capability be free-standing or is it confined to something in particular? 
 How can capability be assessed when the experiences of the individual which 
lie behind behaviour (which is partially ordered unconsciously) are not visible? 
 Does the same capability (potential or content) express itself in different ways? 
In other words, if two managers do things differently from each other, does it 
mean that the capability expresses itself differently? 
 If a manager is capable in one function, does it mean that he or she will be 
capable in another function? 
 If a manager is capable in one function, does it mean that he or she will be 
capable in a higher level function? 
These questions all indicate the inherent complexity in the understanding and 
articulation of human capability and competence, and provide further evidence 
that much research is still needed in this field of knowledge. 
As illustrated by the authors in this section, capability is a key factor in 
determining whether a leader will be competent in executing his or her tasks. It 
was further pointed out that capability is a function of an individual’s maximum 
complexity of mental processing (Jaques, 1998:18). The next section will 
therefore take a closer look at the notion of mental processing. 
8.2.1.1. Complexity of mental processing 
Marquardt (2000:234) argues that leaders in the 21st century, an era marked by 
rapid change and uncertainty, have to be able to manage and integrate many 
things at the same time. Similarly Montuori (2000:66) states that the ability to 
view situations from multiple perspectives, as demanded in complexity, conflict 
and change situations, contributes to the tolerance and adaptability needed in 
those situations. Wang and Chang (1995:33), however, argue that top managers 
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often misperceive environmental changes as they are not able to adequately 
process the information (view, search and interpret) coming out of highly 
complicated, ambiguous and dynamic environments. The rapidly changing 
environment therefore requires that leaders develop the ability to construct and 
reconstruct the knowledge and skill they have and to continually evolve in the 
process (Lester, 1995:1).  
The ability to reconstruct requires in turn that leaders must be able to distinguish 
between detail complexity (many variables) from dynamic complexity (cause and 
effect are distant from each other in time and space and when the consequences 
over time are subtle) (Marquardt, 2000:234). Jaques (1998:64) defines 
complexity as: “the number of variables that have to be dealt with in a given time 
in a situation, the clarity and precision with which they can be identified and their 
rate of change”. Jensen and Rasmussen (2004:479) describe a group of 
objectives as being complex when it is necessary to generate new categories, 
create a new order and abstract and organize available resources to make action 
possible. This ability to make action possible is what some call metacompetence, 
for example “…metacompetence is about the ability to ask the right questions, 
construct problems from problematic situations, and develop the means to 
resolve them” (Lester, 1995:4). Montuori (2000:66) further argues that conceptual 
(cognitive) complexity is a requisite leadership skill for those leaders who operate 
in an uncertain environment in which the outcomes of decisions cannot be 
predicted in advance. 
Tuan (2004:64), on the other hand, argues that complexity is in the human mind 
as it is an abstract concept. Tuan (2004:64) argues that human incapacities of 
mental power and disparate perceptions are weaved together. A leader who has 
limited intellectual capacity could easily capture incomplete information and in so 
doing end up with conflicting posits to a problem. Similarly the leader’s 
perceptions may cause him or her to only capture the information that is regarded 
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as meaningful and in so doing provoke dissonance and differing interpretations of 
the situation (ibid).
In this context Wang and Chang (1995:36) propose that: 
 Cognitively complex top managers (who tend to perceive several dimensions 
in stimuli and tend to apply more complex rules to interpret situations) can 
process complicated information better than cognitively simple top managers 
(who tend to perceive stimuli in simple and minimally differentiated 
dimensions. They tend to apply fixed rules for organizing stimuli); and 
 Cognitively complex top managers can process ambiguous information better 
than cognitively simple top managers. 
The individual’s ability to deal with complexity is determined by his/her mental 
processing which is defined by Jaques (1998:18) as: “the mental processes by 
which you take information, pick it over, play with it, analyse it, put it together, 
reorganize it, judge and reason with it, make conclusions, plans and decisions, 
and take action”. This could be expanded to include the individual’s ability to 
process ambiguous information (Wang and Chang, 1995:36). Montuori (2000:66) 
argues that a person’s information processing ability (how information is 
perceived, organized and interpreted) is more influential in decision making than 
conventional rules of logic. 
Ford (2004:196) makes a further distinction and differentiates between mental 
states and mental processing: 
 Mental states relate to relatively stable and persistent states such as levels of 
knowledge, motivational orientations, self-efficacy and anxiety. Mental states 
may be affective and/or cognitive as they may affect both perceptions of which 
information processing goals and styles are appropriate as well as the ability 
to execute them; and 
 Mental processes are defined as relating more narrowly to particular learning 
tasks. 
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Jaques (1998:22) distinguishes between four methods of mental processing, 
which are outlined in Table 8.2 below. 
Table 8.2: Jaques' four methods of mental processing (Jaques, 1998:22) 
Mental Process Description 
Declarative 
Processing 
A person argues his or her position by bringing forward 
a number of separate reasons for it with no connection 
made between the reasons. 
Cumulative 
Processing 
A person argues his or her position by bringing together 
a number of different ideas that are sufficient together, 
but not individually. 
Serial Processing A person argues his or her position by constructing a 
line of thought made up of a sequence of reasons, each 
which leads to the next. The person therefore creates a 
chain of linked ideas. 
Parallel Processing A person argues his or her position by examining a 
number of possible positions, each arrived at by means 
of serial processing, while the different lines of thought 
are held in parallel and can be linked to each other. 
The different levels of management in an organisation require different levels of 
mental processing. These are clearly depicted in Jaques’ Stratified Systems 
Theory (Jaques, 1998:12). This theory looks at managerial hierarchies, the levels 
of task complexity as well as the level of mental processes needed for each of 
those hierarchies. These are summarized in Table 8.3 on page 180. 
The importance of the section above is summarized in the words of Wang and 
Chang (1995:41): “The accuracy of top managers’ perceptions of the turbulent 
environment relies on their ability to process information which is complicated, 


















































































































































































































































































































































































































































































































































































































































In Brown and McCartney’s (2003:8) definition competency refers to the aspects 
of the person which enable him or her to be competent; that is the behaviours 
people need to display in order to do the job effectively.  Similarly, Stuart and 
Lindsay (1997:26) define competencies as: “integrated sets of behaviours which 
can be directed towards the successful goal achievement within competence 
domains”.
Rowe (1995:12) defines competency as the behaviour by which competence is 
achieved, that is a description of how people do it. Competencies therefore refer 
to the behaviours adopted in competent performance. Pierce (1994:18) also 
states that competency is a dimension of management ability and behaviour 
required for competent performance.  
A further distinction is made however between behaviours that are intellectually 
based (for example problem solving and decision making) and behaviours that 
are morally based (for example integrity and honesty). In the same vein May 
(1999:336) purports that management competencies are categorized as 
“technical” or “behavioural”. 
Unpacking the above definitions even further, Lindsay and Stuart (1997:328) 
purport that competencies are built up of smaller units or constituents which are 
termed elements of competencies. These elements are skills, knowledge, 
characteristics, traits and abilities. In the same vein Dingle (1995:32) states that 
competence is taken to be a combination of: 
 Knowledge which refers to the understanding of fundamental principles 
required to accomplish the task at hand. This is essentially theoretical 
knowledge which is typically acquired in an academic environment. Mirabile 
(1991:97) refers to knowledge as representing a body of information in a 
specific field or area; 
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 Skill which refers to the application of that understanding. It implies the 
proficiency in applying knowledge. Jaques (1998:26) refers to ‘skilled 
knowledge’ which he defines as: “…helps to organize and simplify work by 
enabling a person to carry out parts of a problem-solving activity without 
having to think about them, thus freeing discretion and judgment which would 
be otherwise engaged”; and 
 Awareness or attitude which refers to the proper application of skill. It refers to 
awareness of the existence of a more general environment in which a specific 
skill subsists and applying skill in a way that is consonant with that 
environment. 
In the same vein Rowe (1995:14) states that when competence is assessed the 
following are assessed at the same time: 
 Eligibility which refers to person’s knowledge, qualifications etc; 
 Suitability which refers to the necessary skills as well as whether the person is 
physically and mentally suitable; and 
 Ability which refers to whether the person can perform the required skill to the 
required standard. 
It should be noted, however, that effective and consistent performance is not 
guaranteed by the mere possession of a set of competencies (Caldwell, 
2003:287). In this context, Mirabile (1991:103) points out that unless knowledge, 
abilities, interests, traits and motives contribute to performing a job well, they 
cannot be classified as job competencies. 
From the above statements made by the various authors, it could therefore be 
summarized that a job consists of a set of required deliverable outputs 
(competences) which require associated abilities (competencies) (Pierce, 
1994:18). 
The above thoughts are summarized in Figure 8.4 on page 183. 
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Figure 8.4 Competency diagram 
Figure 8.4 illustrates that: 
 Competency is made up of constituents or elements which include knowledge, 
skill, awareness, attitude, characteristics, traits and abilities; and 
 These constituents are translated into behaviours that are catergorised as 
behavioral and technical. 
Having reviewed competence and competency and the relationship between 
them, the next section will focus on capability which seems to be the foundation 
on which competency and competence are built.  
8.2.3. Competence 
Veldsman (2002:80) defines competence as: "the ability and willingness to 
perform at the appropriate level as demanded by the context at a certain point in 
time, but also across time". It is a set of minimum requirements of those who are 












referring to the ability to perform tasks and roles (role is defined by Jaques 
(1998:13) as: “the position occupied in the organisation”) expected from a leader 
in times of change and uncertainty. The expectations refer to the expectations of 
the public and employers of all leaders who have to lead people through change 
and uncertainty (ibid).  
Brown and McCartney (2003:8) state that competence is concerned with the 
ability to demonstrate what has been acquired with its root being the fact that it 
looks back into the past and gains its value and legality from its past time-value. 
In other words, competence is seen as the ability to demonstrate, in a task 
situation, a skill or knowledge previously acquired. Competence therefore refers 
to those aspects of the job at which the person is competent. That means that a 
person would need to demonstrate performance of a set number of functions 
over a period of time before being declared competent (ibid). It is therefore 
implied that a competence must be measurable which means that there must be 
an acceptable standard (Rowe, 1995:14). In the same context, Wintermans 
(1994:43) argues that a manager can be articulate but incompetent. By this he 
means that some managers are very good at expressing issues and explaining 
alternative solutions, but are unable to take that information and use it in 
behavioural terms. It is therefore important that the accountability of a role be 
mapped out and that the role be matched with a person who has the competence 
to reach the goals (ibid).
In agreement with Brown and McCartney, Rowe (1995:12) defines competence 
as: “the skill and the standard of performance reached, which is a description of 
what people can do”. Competences therefore refer to the range of skills which 
are satisfactorily performed. Pierce (1994:18) states that competence is 
concerned with the performance of work in an effective and efficient manner. 
Similarly Thompson et al (1996:51) define competences as: “integrated sets of 
behaviour which can be directed towards successful goal achievement within 
competence domains”. Stuart and Lindsay (1997:26) define domains as: “areas 
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to which particular expertise applies.” In terms of domains, Dingle (1995:32) 
distinguishes between: 
 Functional competences that are job specific; and 
 Inter-functional competences that are transferable and are therefore not job-
specific. 
Highlighting a different dimension, Robotham and Jubb (1996:27) distinguish 
between two types of competence: 
 Hard and soft competences where soft competences refer to items such as 
creativity and sensitivity and comprise more of the personal qualities that lie 
behind behaviour, while hard competences refer to items such as business 
acumen.  
 Threshold and high performance competences where threshold competences 
are units of behaviour used by job holders but which are not considered to be 
associated with superior performance, while high performance competences 
are behaviours that are associated with individuals who perform their duties at 
a superior level. In the same vein Dingle (1995:32) refers to competence as 
the capability for doing, for performing an activity effectively. 
From all of the above it may be concluded that competence: 
 Refers to the ability to demonstrate that a skill has been acquired as well as a 
willingness to perform; 
 Must be measurable with an acceptable standard; 
 Refers to the ability to take information and use it in behavioural terms; 
 Could refer to hard or soft competences; and 
 Could be divided into threshold and high performance competence. 
Having looked at definitions of competence as well as the various classifications 
of competence the following section will look at competence within the 
organisational context. 
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Lindsay and Stuart (1997:327) state that it is possible that different organisations 
can define competence in different terms depending on their particular cultures 
as well as the environmental conditions with which they are faced.  In other 
words, the culture and business environments are significant determinants of 
competence within an organisational context. These thoughts are captured in 
Figure 8.5 below. 





Figure 8.5 Competence within the organisational context 
The diagram above illustrates that: 
 The competence needed is determined by the role; 
 The role, and therefore the competence needed, is determined by the 
organisation and its culture; and 
 The organisational culture is influenced by the business environment within 
which the organisation has to operate. 
In the same vein Thompson et al (1996:50) purport that the term competent is a 
statement of the ascribed value that is placed on a person’s contribution. In other 
words, competence is derived out of a consideration of what is valued in the 
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organisation and is therefore linked to the culture of the organisation. This is 
echoed by Stuart and Lindsay (1997:29) who define competence as: “…a
statement of value that is placed on a manager who is able to perform and “be” in 
ways that are highly valued and required within a particular organisation”. It could 
therefore be argued that competences developed within a certain organisation 
may only be valuable in the context of the organisation in which they have been 
developed (Robotham and Jubb, 1996:27). Furthermore, Stuart and Lindsay 
(1997:26) argue that the definition of competence will be informed by the lens of 
organisational competence, in other words it brings into focus the key 
competencies, capabilities and attributes required to perform successfully. In this 
context May (1999:337) warns that a competency gap in an organisation poses 
not only business risk, but in terms of the future it limits the flexibility for 
introducing rapid change in the organisation. 
Thompson et al (1996:50) distinguish between two components that 
organisations look for which would ascribe competence to what a manager does: 
 Managers may be regarded as competent because they pay attention to 
aspects of the job that are generally regarded as important in that 
organisation; and 
 Managers may be regarded as competent because they tackle aspects of 
work in ways that the organisation appreciates. 
The Job Competence Model proposes that there are four interrelated aspects of 
occupational competence (Mansfield, 2004:302) which are: 
 Technical expectations in other words the achievement of the expectations of 
the work role which characterize the occupation; 
 Managing contingencies, which refers to recognizing and resolving potential 
and actual breakdowns in processes and procedures; 
 Managing different work activities, which refers to achieving balance and 
coordinating a number of different and potentially conflicting activities to lead 
to the successful conclusion of aims and goals; and 
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 Managing the interface with the work environment which refers to achieving 
the expectations which arise from natural constraints, the quality measures 
which are applied, the nature of the work organisation and the nature of 
working relationships. 
The definitions around competence imply that the message is: “I can do it now, 
and can do it in the future, because I can show you that I have done it in the past”
(Brown and McCartney, 2003:10).  
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Figure 8.6 Competence defined 
The diagram above illustrates that: 
 Competence is about demonstrating and not only articulating the ability to 
perform tasks and roles; 
 Competence is determined by the organisational context; 
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 The cultural context determines what the leader should be doing and how the 
leader should be doing them. Competence is therefore about doing the right 
things the right way; and 
 A distinction is made between: 
o Threshold and high performance competence; 
o Functional and inter-functional competences; and 
o Hard and soft competences. 
As mentioned in the introduction to section 8.2 on page 173, competence is built 
on top of competency. The next section will therefore look at competency and 
how it relates to competence. 
The three constructs, competence, competency and capability, discussed above, 
are summarized and integrated in Figure 8.7 below: 



















Figure 8.7 Competence, Competency and Capability 
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Figure 8.7 illustrates that: 
 The levels of capability, competency and competence needed are determined 
by the requirements of the organisation; 
 Capability is the foundation on which competency and competence is built; 
 Capability has three distinct phases, namely: 
o Potential capability; 
o Content capability; and 
o Applied capability 
 Potential capability is focused on the future, in other words the inherent 
possibilities in the person – what the leader may be able to do; 
 Content capability is focused on the present in other words what the leader is 
able to do currently; 
 Applied capability is focused on the past , in other words what the leader has 
shown he or she can do; 
 Competency is the foundation on which competence is built; 
 Competency is about displaying the right behaviour which is underpinned by 
enabling aspects which include knowledge, skill and attitude; 
 Competency is what the leader has at present; 
 Competence is about the ability to demonstrate performance at the right level; 
and
 Competence is focused on the past – what the leader has done/demonstrated. 
An increase in competence is a result of an increase in competency and a higher 
level of capability. Therefore, the higher the level of capability the higher the level 
of potential competence may be. The importance of this is captured in the words 
of Denton and Vloeberghs (2003:94): “One very important and fundamental 
realization, which must be understood before an organisation embarks on a 
transformation journey, is that the only competitive long-term advantage they 
possess is the ingenuity, skills and capabilities of the people they employ…”
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When combining the thoughts around leadership approach, capability and 
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Figure 8.8 Leadership, capability and competency 
Figure 8.8 illustrates that each leadership approach is associated with a 
capability, which is in turn associated with a set of competencies 
Having looked at the definitions around competence, competency and capability, 
the following section will explore the competence models, particularly in terms of 
leadership, found in the literature. The particular focus in this section will be on 
change leadership. 
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8.3. Competence models 
Caldwell (2003:287) notes that the identification of managerial competencies of 
change agents has proved to be difficult and that there is very little empirical 
evidence of the universal applicability of such lists especially in the light of 
constantly shifting realities. Furthermore, the lists of competence models in this 
section clearly show that: 
 The authors often use competence, competency and capability 
interchangeably as well as part of the same list under one heading – normally 
either competences or competencies; 
 All the lists are different, in other words no uniformed standard can be 
depicted anywhere; and 
 None of them adequately address the question of what specific competences 
are needed to lead people through change and uncertainty. 
May (1999:336) suggests that management competencies are used to build a 
framework for analyzing the resources available to achieve business strategies 
and forecast areas of control risk. They also form the components of 
development programmes that supply shortfalls in management competencies 
for the future (ibid).  This is in line with what this study will attempt to achieve. 
The competence models accentuated in this section have been clustered under 
the various schools of leadership identified in chapter 6, based on behavioural 
sets identified with the different schools of thought. 
8.3.1. Transactional leadership and competence models  
May (1999:339) purports that there are three common management 
competencies managers should have when managing change: 
 Identifying improvement opportunities; 
 Formulating change objectives; and 
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 Monitoring and evaluating change. 
Cummings (1999:311) lists the following attributes as preferable in a change 
leader: 
 High professional aspiration; 
 High tolerance for ambiguity; 
 High cognitive complexity; 
 Internal locus of control; 
 Moderate commitment to change; 
 Short organisation tenure; 
 Broad power base; and 
 High political skills. 
The lists provided by May and Cummings seem to be strongly correlated with the 
descriptions of transactional leadership given by authors like Cardona, Humpreys 
and Einstein, Mussig, Pearce et al and Sarros and Santora among others. The 
focus is on economically-based exchange and intellectual intelligence. 
8.3.2. Transformational leadership and competence models 
Veldsman (2002:81) refers to eight core competencies in leadership. These are 
depicted in Table 8.4 below. 
Table 8.4:  Veldsman’s Core Competencies in Leadership 
Wisdom The ability to know when, how and with whom to do what. 
Ethical competence The ability to act consistently and coherently from moral convictions, the 
moral centre. 
Personal competence The qualities of a person enabling a style of conduct. 
Transformational 
competence 
The ability to change the existing into something new and/or bring 
something new into being. 
Transactional competence The ability to build, maintain and improve the existing. 
Technical competence The ability to use the knowledge, expertise and skills associated with a 
technical domain. 
Capacity to learn  The ability to distil knowledge and wisdom from experiences and change 
accordingly. 
Contextual competence The ability to handle the complexity of a setting at the appropriate level. 
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Marquardt (2000:234) lists the following as leadership attributes and skills 
required for the twenty-first century: 
 Systems thinker which requires the ability of framing structural relationships 
that result in dynamic networks as opposed to staid, patterned interactions or 
relationships predicated on one’s position in the hierarchy; 
 Change agent which involves a high degree of competence in creating and 
managing change; 
 Innovator and risk-taker who can encourage risks as well as protect and 
encourage those whose risks have not been successful; 
 Servant and steward who emphasizes increased service to others, a holistic 
approach to work, a sense of community and shared decision making; 
 Polychronic coordinator who has the ability to manage and integrate many 
things at the same time as well as work collaboratively with many others, often 
in unfamiliar settings on unfamiliar problems; 
 Teacher, mentor, coach and learner in order to develop people throughout the 
organisation to efficiently and effectively apply knowledge to the business of 
the organisation; and 
 Visionary and vision-builder that helps to build the company’s vision and 
inspire others. 
Francis, Bessant and Hobday (2003:26) suggest that there are five organisational 
and managerial competencies needed for transformation. These are: 
 Recognising the challenge; 
 Determining a transformational strategy; 
 Requiring extensive innovation; 
 Managing systemic change; and  
 Upgrading leadership processes. 
These competencies do not, however, address the complexity of change in terms 
of various change types. Furthermore, they do not address the issue of leading 
people through the change process. 
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Higgs (2003:278) lists the following as competencies of an effective leader: 
Table 8.5: Higgs' leadership competencies 
Envision The ability to identify a clear future picture, which will inform the way in which 
people direct their efforts and utilize their skills. 
Engage Finding the appropriate way for each individual to understand the vision and the 
way in which they can contribute. 
Enable Acting on a belief in the talent and potential of individuals, and creating the 
environment in which these can be released. 
Inquire Being open to real dialogue with those involved in the organisation and 
encouraging free and frank debate of all issues.  
Develop Working with people to build their capability and help them make the envisioned 
contribution. 
In the same context Higgs (2003:278) lists the following personal characteristics 
which he suggests an effective leader should have: 
Table 8.6: Higgs' leadership personal characteristics of an effective leader 
Authenticity Being genuine and not attempting to “play a role”; not acting in a 
manipulative way 
Integrity Being consistent in what you say and do. 
Will A drive to lead and persistence in working towards a goal 
Self-belief A realistic evaluation of your own capabilities and the belief that you can 
achieve required goals. 
Self-
awareness 
A realistic understanding of who you are, how you feel and how others see 
you.
Segil (2002:216) lists the following traits as essential for leaders in adaptive 
organisations as well as the environments necessary for leaders to make the 






















































































































































































































































































































































































































































































































































































































































































































































































































































Veldsman (2002), Marquardt (2000), Francis , Bessant and Hobday (2003), 
Higgs (2003), and Segil (2002) provide lists of competencies that closely 
correlate with the descriptions of transformational leadership provided by authors 
like Stone et al, Burns, Sarros and Santona and Popper and Zakai. The focus is 
on direction setting, motivation and empowerment. 
8.3.3. Transcendental leadership and competence models 
Rolls (1995:104) puts forward a model of leadership competencies that is divided 
into five disciplines and these are subdivided into leadership competencies: 
Table 8.8: Rolls’ Model of Leadership Competencies 
Systems thinking
 Expansionist thinking 





 Compassion       
 Shared power 
 Authenticity 
 Nurturance of spirit 




 Growth orientated 
 Tolerance 
 Value ambiguity 
 Risk taking 

























 Creativity  
 Promote harmony 
 Encourage 
Relationship 
Rolls (1995) includes in his list competencies that are in line with spiritual 
intelligence, a key characteristic of transcendental leadership. 
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8.4. Concluding remarks 
Caldwell (2003:287) warns that there is little empirical evidence as to whether the 
identification and listing of competencies has any universal application and that 
the mere possession of a set of competencies does not ensure effective or 
consistent performance of a role or task. 
Kets de Vries (2001:212), however, aptly puts forward an argument for the 
development of such a model when he states that: “Those leaders who are wise 
enough to realize that they can’t ignore these changes (brought about by a 
rapidly changing environment) are desperately looking for answers. They’re big 
readers of the myriad of leadership books that line bookstore shelves. They want 
to know – they need to know – what the implications of all these changes are for 
their organisations. They want to know what kind of leadership competencies will 
be needed to address those implications and what the marketplace changes 
have to say about how we select and develop the leaders of tomorrow”.
This study will explore what leadership competencies are needed to address the 
implications of change in order to inform how leaders should be selected and 
developed to deal with a tomorrow that will in all probability bring a faster 
changing world than what leaders are facing today. 
Eisenbach, Watson and Pillai (1999:80) state that there has been little integration 
of literature on change and that of leadership even though change management 
depends on leadership to be enacted. Veldsman (1997:78) proposes that 
leadership is a dynamic and organic process which consists of an interconnected 
and interdependent set of roles (a role refers to a way of doing). He further goes 
on to say that: 
 These roles are taken up and terminated in ever-changing combinations and 
priorities in concert with changing contextual circumstances and the agenda 
being pursued; and 
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 The roles must be performed such that the overall act of leadership forms a 
coherent and unified whole, in and of itself, but also within the context in which 
it is embedded. 
Having reviewed the literature around change and leadership, the next phase of 
this thesis will focus on the field study. 
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CHAPTER 9 : RESEARCH DESIGN 
9.1. Introduction 
The previous chapters focused on the literature review. This chapter is the first of 
the chapters that will focus on the field study. Figure 9.1 below depicts this 
















Figure 9.1 Outline: Chapter 9 
9.2. Research design 
Section 2.6. in chapter 2 gives a detailed outline of the research design of this 
study, covering all the aspects of study from the comprehensive two-phased 
study of the literature to the conclusions drawn after the field study. Specific 
reference was made to the empirical component of the study which includes both 
a qualitative and quantitative phase.  
In both phases 1 and 2 surveys were used to collect the relevant data. Leedy 
(1980:97) defines the term survey as: "The word survey is composed of two 
elements which indicate precisely what happens in the survey process. Survey 
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has the basic connotation of ‘the act of looking over or beyond’. It has nothing to 
do with casual or purposeless observation. Sur- is a derivative of the Latin super, 
meaning ‘above’, ‘over’, or ‘beyond’. The element -vey comes from the Latin verb 
videre ‘to look’ or ‘to see’. Thus, the word survey means ‘to look or to see over or 
beyond.”
The social survey is generally associated with interviewing and questionnaires 
(which Smith (1975:170) defines as self-administered interviews), which entails 
the collection of data, but could also include other methods such as structured 
observation or research based on pre-existing statistics (Bryman, 1989:104). 
Section 2.6. also touched on the results of the two research phases and the 
conclusions drawn from these results. This chapter expands on some of the 
elements of the research design, and in particular the research approach of the 
study.  
In considering the approach to be taken in the field study, three approaches were 
taken into consideration. This chapter will further expand on these three 
approaches, which are. 
 A qualitative approach; 
 A quantitative approach; and 
 A mixed approach 
Creswell (1994:4) describes the qualitative approach as the constructivist 
approach or naturalistic, the interpretative, or the postpositivist or postmodern 
perspective. He describes the quantitative approach as the traditional, positivist, 
the experimental or the empiricist paradigm. Similarly Brannen (1992) describes 
the difference between the two approaches as quantitative methods being 
associated with enumerative induction while qualitative methods are associated 
with analytic induction. In other words, quantitative methods survey the terrain, 
while qualitative methods mine the terrain (McCracken, 1998:17). 
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Each of these paradigms, that is, qualitative and quantitative approaches, has a 
set of underlying assumptions which include ontological, epistemological, 
axiological, rhetorical and methodological assumptions (Creswell, 1994:4).  
Creswell (1994:201) defines the assumptions as:  
 The ontological assumption refers to the nature of reality; 
 The epistemological assumption refers to the relationship of the researcher to 
that being researched; 
 The axiological assumption refers to the role of values; 
 The rhetorical assumption refers to the language of the research; and 
 The methodological assumptions refer to the process of the research. 
Alvesson and Deetz (2000:61) argue that the crucial issue for researchers is the 
choices to be made in terms of ontological, epistemological and axiological 
concerns rather than choosing between qualitative and quantitative methods. The 
underlying assumptions underlying each of the approaches will be discussed 
under their respective headings below. 
9.3. The three research approaches 
This section will explore the three research approach options that were 
considered for the study. 
9.3.1. Qualitative approach 
The assumptions underlying this approach are (Creswell, 1994:201): 
 The ontological assumption is that reality is subjective and multiple as seen by 
participants in the study.  
 The epistemological assumption is that the researcher interacts with that being 
researched. Crotty (1998:10) states that ontological and epistemological 
issues tend to emerge together as the one is about understanding ‘what is’ 
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(ontology) and the other is about understanding ‘what it means to know’ 
(epistemology).  
 The axiological assumption is that it is value-laden and biased. 
 The rhetorical assumption is that it is informal, based on evolving decisions 
and the personal voice is used. Accepted qualitative words are used. In this 
context Alvesson and Deetz (2000:61) state that “language is a transparent 
medium for categorization, measurement and representation.” 
 The methodological assumptions are that the research is an inductive process 
in which there is mutual simultaneous shaping of factors. It is an emerging 
design as categories are identified during the research process. It is context-
bound and patterns and theories are developed for understanding. Its 
accuracy and reliability is shown through verification. 
9.3.2. Quantitative approach  
Crotty (1998:5) states that “Objectivism is the epistemological view that things 
exist as meaningful entities independently of consciousness and experience, that 
they have truth and meaning residing in them as objects (‘objective’ truth and 
meaning, therefore), and that careful (scientific?) research can attain that 
objective truth and meaning”.  This view is associated with the positivism 
approach which is in turn associated with the quantitative approach (ibid).
The assumptions underlying this approach are (Creswell, 1994:150): 
 The ontological assumption is that reality is objective and singular, apart from 
the researcher; 
 The epistemological assumption is that the researcher is independent from 
that being researched; 
 The axiological assumption is that it is value-free and unbiased; 
 The rhetorical assumption is that it is formal, based on a set of definitions and 
in an impersonal voice. The researcher makes use of accepted quantitative 
words; and 
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 The methodological assumptions are that the research is a deductive process, 
based on cause and effect, static design (categories isolated before study), 
context-free, generalisations leading to prediction and understanding, and that 
it is accurate and reliable through validity and reliability. 
In this context Alvesson and Deetz (2000:55) define quantitative research as 
“…aiming at reducing ambiguity through transforming perceptions into 
preconstructured, quantifiable categories. Typical methods include using existing 
statistics, observation scales, tests, questionnaires and experiments.”
Similarly Creswell (1994:211) states that the data collection methods associated 
with this paradigm include: 
 Experiments which include true experiments with the random assignment of 
subjects and quasi experiments that use nonrandomized designs; and 
 Surveys which include longitudinal and cross-sectional studies using 
questionnaires or structured interviews. The intent is to generalise from a 
sample to a population. 
9.3.3. Mixed approach 
In order to answer both questions indicated in the problem statement a mixed 
approach has been chosen as the most appropriate approach for this study. The 
aim was to explore participants’ views by making use of the qualitative approach. 
These views will then be used to develop and test an instrument with a sample 
from the different identified populations. 
9.4. Detail of the chosen procedure: sequential exploratory strategy 
The strategy used in the mixed method approach chosen could, according to 
Creswell (2003:215), be: 
205
 A sequential explanatory strategy which is characterised by the collection and 
analysis of quantitative data followed by the collection and analysis of 
qualitative data. 
 A sequential exploratory strategy which is characterised by an initial phase of 
qualitative data collection and analysis which is followed by a phase of 
quantitative data collection and analysis. It may or may not be implemented 
within a prescribed theoretical perspective. The purpose of this strategy is to 
use quantitative data and results to assist in the interpretation of the qualitative 
findings. One of the purposes for selecting this strategy would be to determine 
the distribution of a phenomenon within a chosen population.  
 A sequential transformative strategy which is characterised by two distinct 
data collection phases (either qualitative or quantitative could be first), but the 
results of the two phases are integrated during the interpretation phase. Unlike 
with the two strategies mentioned above, this strategy has a theoretical 
perspective to guide the study. 
 A concurrent triangulation strategy which is used when a researcher uses two 
different methods in an attempt to confirm, cross-validate or corroborate 
findings within a single study. This model is used to offset the weaknesses 
inherent in the two methods namely quantitative and qualitative research 
methods. 
 A concurrent nested strategy which is characterised by the use of one data 
collection phase, during which both quantitative and qualitative data are 
collected simultaneously. This approach has a predominant method that 
guides the project. The one method is given less priority and embedded or 
nested within the predominant method. 
 A concurrent transformative strategy which is guided by the researcher's use 
of a specific theoretical perspective. The perspective is reflected in the 
purpose or research questions and is the driving force behind all 
methodological choices. 
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The field study consisted of a two-phase, sequential project in which the interview 
phase was followed by a questionnaire. The questions used in the questionnaire 
were therefore only formulated after the interview process had been completed 
as they depended on the outcome of the interviews conducted. 
The strategy used therefore is a Sequential Exploratory Strategy which is 
described by Creswell (2003:215) as a strategy which is conducted in two phases 
with the priority generally given to the first phase. It is characterized by an initial 
phase of qualitative data collection which is analysed and thereafter a phase of 
quantitative data collection and analysis is followed.  In this case the quantitative 
data was used to apply the interpretation of the qualitative findings in the South 









Figure 9.2 Sequential exploratory strategy used for the field research 
In this study the quantitative data was used to apply the interpretation of the 
qualitative findings in the South African context. Creswell (2003:216) cites the 
following advantages for this approach, which would be relevant to the proposed 
approach to this study: 
 Its two-phase approach makes it easy to implement and straightforward to 
describe and report; 
 It is useful when the researcher wants to explore a phenomenon, but also 
wants to expand on the qualitative findings; and 
207
 It could make a largely qualitative study more palatable to a quantitative 
advisor, committee, or research community that may be unfamiliar with the 
naturalistic tradition. 
Creswell (2003:216) cites the following disadvantages to this approach: 
 The sequential exploratory model requires a substantial length of time to 
complete both phases; and 
 The researcher may find it difficult to build from the qualitative analysis to the 
subsequent quantitative data collection. 
In order to counteract these possible disadvantages the following approaches 
were taken: 
 Without compromising on quality, the sample sizes were not be too big in 
order to ensure that the study could be completed within a reasonable time; 
and
 The change types identified in phase 1 formed part of the questionnaires to 
ensure that the focus in the two phases remain the same. 
9.5. Qualitative phase 
The objective of phase one was to explore the thoughts of leaders in the financial 
services sector on the competencies needed to lead people through change and 
uncertainty.  This phase took the form of a qualitative interpretive approach with 
the building of a model as an end result. The outcome was a list of competencies 
for each change type which formed the basis for phase two. This is expanded on 
in chapter 11 and graphically depicted in figures 11.5 to 11.8. 
Patton (1990: 40) lists the following themes that are part of a qualitative inquiry 
strategy: 
 Naturalistic inquiry – real world situations; 
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 Inductive analysis – begins with collection of details that lead to 
generalizations; 
 Holistic perspective – phenomenon is understood as a complex system; 
 Qualitative data – detailed description is collected; 
 Personal contact and insight – researcher has personal contact with 
participants; 
 Dynamic systems – views object of study as dynamic and changing during the 
study; 
 Unique case orientation – each research case is unique and special; 
 Context sensitivity – places findings in a social, historical, and temporal 
context; 
 Emphatic neutrality – although the researcher cannot be completely objective, 
neither should the researcher use the process to advance personal agendas; 
and
 Design flexibility – the inquiry process is adaptive, potentially changing as the 
research process is conducted. 
The methodology used in the first phase is that of an unstructured interview. 
Brewerton and Millward (2001:70) state that “unstructured interviews allow the 
researcher carte blanche to address any or all of a given number of topics which 
may be of interest to the research. Here, comparability and ease of analysis and 
quantification are secondary to obtaining rich, salient data from each individual 
using open-ended, rather then forced-choice, questions”.
Chapter ten will expand on the sampling process, while chapter eleven will 
expand on the results of this phase which formed the basis for the questionnaires 
used in the quantitative phase. 
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9.6. Quantitative phase 
Once a list of competencies for each of the change categories had been created, 
the list was used to construct a questionnaire which had as its objective to test 
whether managers in the financial services sector are perceived to display those 
competencies or not. The outcome of this phase is to determine the degree to 
which these managers are equipped with the determined competencies to lead 
people through change and uncertainty. 
The second phase of this study made use of questionnaires based on closed-
ended questions. Smith (1981:167) suggests that the questionnaire must be 
simpler and more self-explanatory in form than the interview schedule as the 
questionnaire respondent is more likely to misinterpret questions or omit 
essential items. The design of the questionnaires is briefly touched on in section 
9.9. and discussed in more detail in chapter eleven. 
The process followed in this phase was (Swanson and Holton, 1997:68): 
 Determining the basic questions answered by the respondents; 
 Determining the participants, in other words sampling; 
 Selecting the methods needed to answer the questions; 
 Selecting analysis tools 
o Variables 
o Measures of the variables 
o Constructing and measurement tools 
o Building valid scales 
o Overall design; and 
 Understanding and interpreting the results. 
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9.7. Ethical considerations 
During a field study, there are various ethical considerations that the researcher 
should take into account. This section will focus on the ethical considerations for 
both phases 1 and 2. 
9.7.1. Ethical considerations: phase 1 
The interviewer took the following ethical considerations into account: 
 The privacy of the interviewees were not to be invaded. There may be times 
when interviewees reveal confidential information during the interview. The 
interviewer gave due consideration for the sensitivities in the situations and 
ensured that no confidential information was made public without the consent 
of the interviewee; 
 The interviewer took reasonable care to avoid amending statements made by 
the interviewee in order to suit the view of the interviewer. In order to counter 
any such possibility, the interviewer provided each leader with a transcript of 
the interview and asked them to check the accuracy thereof; and 
 Whenever the interviewer had promised to give feedback to the interviewee on 
the outcome of the study, the interviewer did so within a reasonable time 
period. 
9.7.2. Ethical considerations: phase 2 
The interviewer took the following ethical considerations into account: 
 The researcher ensured that the respondents’ privacy was protected; 
 The researcher took reasonable steps to ensure that all respondents fully 
understood what the information would be used for and to ensure that the 
information was only used for the purpose of this study; 
 Where organisations had been promised feedback on surveys done among 
their employees, such feedback was given within a reasonable time; 
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 The researcher ensured that when feedback was given to the organisation 
such feedback was in summarized form so that no individual response could 
be picked up by managers. This was to prevent situations where employees 
could be victimized as a result of having given their managers low scores; and 
 Where organisations had been promised that they would receive feedback, it 
was disclosed to respondents that a summary report would be given to the 
organisation for its benefit. 
9.8. Three populations and samples 
The sampling process and the interpretation of the results were done with the 
assistance of STATCON, the department at the University of Johannesburg that 
provides assistance to researchers in their field studies. 
The three populations that form part of the study are: 
 Leaders in the financial services sector;  
 Middle managers in the financial services sector; and   
 Employees reporting to the middle managers.  
9.9. Sampling procedures 
Two samples of convenience were taken. An independent sample was taken for 
the interviewees. In contrast to the independent sample in phase 1, a related or 
dependent sample of the managers and employees was taken. In other words, 
inclusion of any manager by definition was also accompanied by inclusion of 
some of his or her employees. Chapter 10 expands on the characteristics of 
these samples. 
9.9.1. Sample in phase 1 
These interviewees are in the top management structures in organisations in this 
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sector. A sample of ten leaders was included in the study. Their inclusion was 
based on their availability within the time-frame of this study. The main challenge 
in compiling the sample was that this group of people is typically very busy and 
therefore less likely to grant time for interviews.  
9.9.2. Samples in phase 2 
The sampling process followed included: 
 Deciding on the ideal sample, which was 30 managers and at least 2 
employees reporting to those managers, for each of the participating 
organisations;  
 The ideal number of organisations was established as five organisations; 
 The assistance of the human resource departments in the target 
organisations was solicited; 
 The questionnaires were e-mailed to the appointed representative in the 
human resource departments. These representatives distributed the 
questionnaires to managers and their employees in their organisations with a 
request to complete the questionnaires and return the completed 
questionnaires directly to the researcher; and 
 A total of 60 managers and 74 employees responded to the request to 
complete the questionnaires. 
The biggest challenge faced in this phase of the study is that this industry has 
undergone so many surveys in recent times, that it is becoming increasingly 
difficult to get organisations to partake in a survey as well as to get their 
employees to respond. 
The demographical representation of the two groups that responded to the 
survey seems to be a reflection of the current reality of staff compositions in 
South Africa and specifically in the financial services sector. 
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9.10. Questionnaire design 
In designing the questionnaires (refer to Appendix A and B) the following 
considerations were taken into account: 
 The competencies included in the questionnaire were taken from the results 
of the interview process in the qualitative phase of the study. This process is 
expanded on in section 11.4 in chapter 11; 
 The questionnaires had to include the respondents’ exposure to the four main 
change types in the period under review. This is expanded on in sections 
11.4.1 and 11.4.3 as well as tables 11.1 to 11.12 in chapter 11; 
 The questionnaires had to test both the degree to which the competencies are 
displayed as well as the importance assigned to each competency; 
 In the case of the managers the questionnaire was a self-evaluation. In the 
case of the employees the questionnaire aimed to evaluate the employees’ 
perceptions of the degree that the managers display the competencies. Both 
groups had to assign a level of importance to each of the competencies. This 
is expanded on in sections 11.5.1. and 11.5.2. in chapter 11. The 
questionnaire therefore had to be designed in such a way that it could be 
easily adapted for both groups; 
 The questionnaires had to be simple and short enough in order to increase 
the likelihood of people responding to the survey; and 
 The questionnaires had to include information that would make it easy to 
extract the profiles of the respondents. 
Section 11.5 in chapter 11 expands on the other issues taken into consideration 
during the construction of the questionnaire. 
9.11. Reliability and validity of questionnaires 
When testing for reliability of the data, in other words to test whether the results 
would be the same if the tests were re-run, the conclusion was that the data is 
214
reliable. The Cronbach’s Alpha was used to test for reliability and the results are 
summarised in Table 9.1 below. 
Table 9.1:   Reliability statistics 
Cronbach’s Alpha N of items
0.774 10 
As can be seen, the questionnaire has an acceptable level of reliability.  
9.11.1.  Factor analysis 
A factor analysis was performed for which the Principal Component Analysis 
extraction method was used. The results are summarised in Table 9.2 below 
Table 9.2:  Factor Analysis - Rotated Component Matrix 
Raw Rescaled 
Component Component 
1 2 3 1 2 3 
Ability to get buy-in from all levels of 
staff by creating a willingness in people 
to change 
0.408   0.763 
Empowering people by creating a 
culture of participation that makes 
people feel that they are part of the 
process 
0.360  .074 0.725  0.148 
Open minded, flexible in other words 
willing to change 
0.357 0.111 0.107 0.630 0.196 0.189 
Ability to build credibility with people 
through integrity, consistency, 
transparency  
0.250 0.165  0.523 0.345  
Ability to execute the vision  0.374   0.804 
Ability to create a clear vision  0.353 0.101  0.708 0.203 
Ability to lead by example in other 
words walk the talk 
0.148 0.306  0.292 0.605 
Ability to communicate until understood 0.161 0.233 0.097 0.356 0.515 0.214 
Have the relevant technical skills with 
an understanding of the core business 
  0.595   0.957 
Lead with empathy. Ability to recognize 
that people react to change differently, 
being attuned to people’s feelings, 
being sensitive to people’s needs 
0.210 0.173 0.260 0.378 0.311 0.469 
Extraction Method: Principal Component Analysis 
Rotation Method: Varimax with Kaiser Normalisation 
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The factor analysis that was performed on the competencies clustered the 
competencies into three sets of factor scores related to groups of competencies. 
Although the initial postulate was that the three leadership types are 
transactional, transformational and transcendental, the results of the factor 
analysis indicated that for the purposes of this study these should rather be 
referred to as visioning, involvement and skill. These are summarized in Table 
9.3 below: 
Table 9.3:   Competencies grouped according to the factor analysis 
Group Competencies  
Ability to create a clear vision 
Ability to execute the vision 
Ability to communicate until understood 
Visioning 
Ability to lead by example, in other words walk the 
talk 
Ability to get buy-in from all levels of staff by creating 
a willingness in people to change 
Ability to build credibility with people through 
integrity, consistency, transparency 
Open minded, flexible in other words willing to 
change 
Involvement 
Empowering people by creating a culture of 
participation that makes people feel that they are 
part of the process 
Lead with empathy. Ability to recognize that people 
react to change differently, being attuned to people’s 
feelings, being sensitive to people’s needs 
Skill 
Have the relevant technical skills with an 
understanding of the core business 
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The results of the factor analysis referred to in Table 9.3 would suggest that 
further investigation into the competencies associated with transactional, 
transformational and transcendental leadership may be required. 
9.12. Statistical procedures 
In analyzing the data the following approaches were used: 
 Simple descriptive analysis based on cross-tabulation with an interpretation 
done in terms of percentages. Some of these interpretations are visually 
displayed using bar charts; 
 Chi-squared analyses were used to test for differences between the 
managers and employees respectively. In cases where the sample size was 
not sufficient for ordinary chi-squared analysis, the Fisher’s Exact test was 
utilized; 
 A reliability test was performed on the competency part of the questionnaire;  
 Factor analysis was used to identify the dimensions of the competency part of 
the questionnaire; 
 Analysis of variance (ANOVA) was used to determine the significance of 
differences between the mean scores of managers and employees 
respectively on the various dimensions of the questionnaire; and 
 Where ANOVA’s could not be used, Levene’s tests were used to test for 
significance of differences. 
9.13. Conclusion 
The strategy chosen for this study had as a consequence a two phased approach 
which firstly included a qualitative approach which was followed by a quantitative 
approach. This sequential exploratory strategy made it possible for the 
researcher to explore the competencies needed to lead people through change 
and to expand on the qualitative findings through quantitative data collection and 
analysis. Due consideration has been given to the ethical implications for both 
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phases of the study. Consideration has also been given to the reliability and 
validity of the questionnaires employed in the quantitative phase of the study, as 
well as the statistical procedure followed. The next chapter will expand on the 
sampling process which was followed for both the qualitative and quantitative 
phases of the study. 
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CHAPTER 10 : SAMPLE CHARACTERISTICS 
10.1. Introduction 
Having identified the research approach that will be followed in this study as well 
as an outline of the research design, this chapter will specifically focus on the 
sampling processes. Figure 10.1 below graphically depict this chapter in relation 
















Figure 10.1 Outline: Chapter 10 
10.2. Qualitative phase 
A group of 10 leaders were interviewed individually with the objective to explore 
their views on what competencies a leader needs to lead people through various 
types of change. The study made use of purposeful sampling as the individuals 
were chosen based on their experience in the central phenomenon, that is 
leadership in times of change. The interviewees are leaders within the financial 
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services sector. The focus remained on one industry in order to ensure that 
reasonable comparisons can be made, as organisations in the industry would be 
facing similar challenges. It was determined beforehand that the leaders 
interviewed must be in organisations that have at least 50 employees and must 
have at least 5 years managerial experience. These criteria were considered 
important to ensure that the interviewees have adequate exposure to the topic 
being researched and are therefore in a position to give informed answers. 
Although reasonable steps were taken to ensure a racial and gender balance in 
the sample, the researcher was limited to those leaders who were prepared to 
participate in the interview process. 
It should be noted that the composition of the sample for the qualitative phase is 
different from that used in the quantitative phase of the study, specifically in 
terms of racial and other biographical variables. There is however no reason to 
suspect that this discrepancy would imply difference in perspectives on change 
and/or leadership. 
10.2.1. The interviewees 
The leaders who were interviewed represent different organisations in the 
financial services industry. The represented organisations range in size from 75 
employees to 33 000 employees. During the interviews, which were conducted 
over a period of 9 weeks, participants were asked to list the types of changes that 
they have personally experienced or been involved in during the last two years in 
their organisations. These changes mentioned by the leaders are in line with 
what has been written by various authors [such as Greenland (1994) and 
Brubakk and Wilkinson (1996)] on the challenges faced by the financial services 
industry.  These challenges were summarised by Greenland (1994:22) as:  
 Greater industry competition and economic hardships have dictated that 
marketing activities, including distribution channels, must function far more 
effectively; 
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 Merger/acquisition activity among financial service providers has produced a 
confused corporate identity across some branch networks; 
 Today, highly sophisticated financial consumers exist who are prepared to 
shop around for the best deals. Consumers are likely to exhibit promiscuity or 
multi-banking behaviour among institutions and to have more discerning 
needs; 
 Marketing concepts have been adopted more fully. Institutions are no longer 
just transaction-driven. They must be conducted with the customer’s needs 
firmly in mind; 
 The number of financial products and services on offer has grown 
substantially, requiring a re-think of the entire service delivery system; 
 Technological developments and miniaturization have increased efficiencies 
and reduced space requirements for duties such as in-branch 
administration/data management; 
 Many outlets dating from the 1960s and 1970s are out of date and need 
renovations to bring their interiors up to present-day standards and consumer 
tastes; and 
 The role the branch network can play in achieving numerous marketing 
objectives has been more fully appreciated by management and as a result 
network and branch design functions receive considerably more attention 
than they have in the past. 
Furthermore the internet, and with it online services, has brought a new 
dimension to the challenges faced by the industry. Business has been 
revolutionized by the internet and this has resulted in organisations being more 
competitive (Singh, 2003:187). 
Another key factor mentioned by some of the leaders who took part in the study, 
is the change that is driven by equity requirements, which is a South Africa 
specific requirement. This has brought some significant changes in a traditionally 
white male dominated environment. 
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The profiles of the interviewees are summarized in Table 10.1 on page 222. 
These profiles include the types of changes the leaders have experienced in the 
last two years. A quick glance at these changes indicates that the financial 
services industry has gone through a tremendous amount of change.  
10.3. Quantitative phase 
The sample in the quantitative phase consisted of two groups, namely managers 
and the employees reporting to those managers. The assistance of Human 
Resource Departments of selected organisations was elicited in the provision of 
respondents and collection of data. In addition, the leaders interviewed in the 
qualitative phase were asked to allow their organisations to participate in the 
study. In return they were to be given feedback on the outcome of the study 
pertaining to their organisation against the results of the overall study (provided 
that a big enough group had responded from their organisation to allow for 
meaningful interpretation of their results).  
The Human Resource Departments disseminated the questionnaires to 
employees in the organisations on behalf of the researcher. A total of 60 
managers and 74 employees responded to the survey. The questionnaires were 











































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































10.3.1. Demographic profile of the managers and the employees 
The demographic profiles of the two groups are summarized in Table 10.2 on 
page 225. The information on the two groups is presented by gender, race, 
age, level in the organisation as well as level of qualification. The information 
is presented in table format for comparison purposes. It is clear from the table 
that:
 The managers are primarily white males; 
 The employees are primarily white females; 
 The dominant age group among the managers is the 36 to 45 age group, 
which is also the same age group that is dominant among the employees; 
 In terms of level of qualification the dominant group among the managers 
are graduates; and 
 In terms of level of qualification the dominant group among the employees 
are those who reported that Matric is their highest level of education. 
A chi-squared analysis (as depicted in Table 10.3 on page 225) shows that: 
 In terms of gender, there is a significant difference between the 
distributions of the two groups as the p-value is lower than 0.05; 
 In terms of race, there is no difference between the distributions of the two 
groups;
 In terms of age, there is no difference between the distributions of the two 
groups;
 In terms of level of qualification, there is a significant difference between 
the distributions of the two groups as the p-value is lower than 0.05. 
The differences between managers and employees highlighted above reflect 
the current reality of staff compositions in South African organisations. 
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Table 10.2: Biographical profile of the respondents 




















Grade 10 or less 0 3%
Table 10.3: Chi-squared analysis of the biographical profile of the respondents 
Biographical variables Chi-squared value Sig. 
Gender 9.561 0.003* (Fisher’s Exact test) 
Race 3.373 0.072  (Fisher’s Exact test) 
Age 1.239 0.538 
Level in the organisation 26.672 0.000* 
Level of qualification 9.469 0.009* 
* Significant at p<=0.05 
Having looked at the sampling process, the next chapter will focus on the 
design of the questionnaires. 
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CHAPTER 11 : DESIGN OF QUESTIONNAIRES 
11.1. Introduction 
Having focused on the research design in chapter ten and the sampling process 

















Figure 11.1 Outline: Chapter 11 
11.2. Psychometric considerations 
Often the criticisms leveled against questionnaires and interviews are aimed at 
poorly designed questions (Smith, 1981:154). The researcher must therefore 
take sufficient measures to ensure that the efficiency and quality of data 
collection is at the appropriate level. This is done by asking questions that more 
appropriately measure what the research is meant to measure. There are three 
components in the formulation of questions that give maximum opportunity for 
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complete and accurate communication of ideas between the researcher and the 
respondent (Smith, 1981:154). These are: 
 Language. The researcher must always be aware of the respondents’ 
vocabulary breath and limitations as oversimplified or over-difficult questions 
could lower the respondents’ motivation or willingness to communicate; 
 Conceptual level of difficulty. The respondent may not have the cognitive 
organisation necessary to answer the question/s; and  
 Frame of reference. Most words may be interpreted from different points of 
view or perspectives. It is therefore important that the researcher ensures that 
his/her frames of reference correspond with those of the respondent. 
11.3.  Methodology 
As expounded upon in chapter ten, the qualitative part of the field study formed 
the basis of the questionnaire that was used in the second part of the study. The 
methodology used in the first phase was that of an unstructured interview. 
Brewerton and Millward (2001:70) state that “unstructured interviews allow the 
researcher carte blanche to address any or all of a given number of topics which 
may be of interest to the research. Here, comparability and ease of analysis and 
quantification are secondary to obtaining rich, salient data from each individual 
using open-ended, rather then forced-choice, questions”.
The procedure followed in the qualitative part of the study was that of face-to-
face, one-on-one in-person interviews. Interviews can be defined as 
conversations with a purpose and more specifically the purpose of information-
getting (Smith, 1981:154). The advantages of this type of data collection include 
the fact that informants can provide historical information that is useful when 
informants cannot be directly observed and it allows the researcher a measure of 
control over the line of questioning. The limitations of this type of data collection 
are that it provides information on a designated place rather than a natural field 
setting, it provides indirect information filtered through the views of interviewees, 
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the researcher's presence may bias responses and not all people are equally 
articulate and perceptive (Creswell, 1994:208). Similarly Smith (1981:182) 
suggests the following as disadvantages of survey methods: 
 They are open to memory and viewpoint biases; 
 Interviewer and questionnaire proctor biases present distorting influences;  
 Factors like the participant's and interviewer's personality, attitudes, and 
behaviour may affect the interview product; and 
 The survey method is a poor approximation of direct observation. The data 
collected are generally from individuals and only indirectly apply to inter-
individual phenomena such as interaction, social organisation and dynamic 
processes. 
These limitations were therefore taken into consideration by the interviewer. The 
interviewer needed to: 
 Ensure that the sample sizes were big enough to compensate for biases; 
 Probe during the interview process to ensure that the information received 
from the interviewee is clear; and 
 Ensure that the respondents have a clear understanding of the change 
scenarios being looked at as well as clearly understand the objective of the 
study and the expectations placed on the respondents. 
In this study the interviews were based on open ended questions. Smith 
(1981:156) defines an open-ended question as a question that leaves the 
respondent free to respond in a relatively unrestricted manner and allowed to 
express their views. He further suggests that the following criteria should be used 
in designing open ended questions: 
 The question/s should be relatively directive; 
 The question/s should provide the researcher's frame of reference; 
 It is often a good idea to indicate the number of thoughts expected from each 
respondent; and 
 It is often advisable to indicate a probe after the question e.g. "Anything else?" 
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Smith (1981:158) suggests that one of the basic problems with open ended 
questions is the fact that few people ever use the same words for expressing 
ideas. This makes it difficult for the researcher to analyse results and may make 
the results unreliable. 
The second phase of this study made use of questionnaires based on closed-
ended questions. Smith (1981:167) suggests that the questionnaire must be 
simpler and more self-explanatory in form than the interview schedule as the 
questionnaire respondent is more likely to misinterpret questions or omit 
essential items.  
The quantitative part of the study was executed by means of a survey which 
included two versions of the same questionnaire, one completed by managers 
and the other completed by employees reporting to those managers. The primary 
objective of the quantitative phase of the research was to establish to what 
degree managers in the financial services industry in South Africa are believed to 
display the identified competencies. To achieve this objective, managers were 
asked to rate the degree to which they believe that they display the 
competencies in times of change, while the employees were asked to express 
their views on the degree to which their managers display the competencies. 
This part of the research also had as an objective to establish the perceived 
importance of the competencies in times of change. In order to do so, both 
groups were required to identify the types of change that they have experienced 
in the last two years. This information was important in identifying the degree to 
which the respondents have experienced the various change types as well as 
how their experience would have influenced their perceptions of the managers’ 
competence as well as their perception of the importance of the competencies. 
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11.4. Questionnaire design  
This section will expand on the results of the qualitative phase of the study on 
which the design of the questionnaires was based. 
11.4.1. The interviews 
Ten leaders in the industry were individually interviewed and asked to give a list 
of competencies needed to lead people through change for each of four change 
types. These change types were derived from chapter 3 in which the thoughts of 
Waldersee and Griffiths (2004:425), Robbins (1998:629) and Senior (1997:216), 
among others, were captured. The four change types were presented to the 
leaders with typical scenarios that acted as guidelines. The four change types 
presented to the leaders were: 
 Frame-breaking behavioural change; 
 Incremental behavioural change; 
 Frame-breaking structural/technical change; and 
 Incremental structural/technical change. 
The leaders were provided with the change map in Figure 11.2 on page 232 to 
guide them through the interview process. 
The change map provided the interviewees with typical scenarios within each of 
the four change types. These scenarios were aimed at providing the interviewees 
with a guideline that served to create a clear understanding of what is meant by 
the various change types. The map also provided the interviewees with a guide 
on what competency is made up of. 
The interviewees were given four different change scenarios and asked what 
competencies they believe leaders should have for each of those scenarios. 
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Each of the four scenarios will represent a change type. These scenarios cover 
the following change types: 
 Frame-breaking behavioural change; 
 Frame-breaking structural/technical change; 
 Incremental behavioural change; and 
 Incremental structural/technical change. 
11.4.2.  Analysis 
The responses received from the leaders were analysed by change type with the 
objective of creating a list of competencies relevant to each change type. Only 
those competencies mentioned by at least fifty percent of the respondents for 
each change type were included in the list for that change type. The fifty percent 
mark was chosen as a reasonable consensus point as at least half of the 
respondents regard the relevant competencies as important. These individual 
lists were then combined to form the final list which was included in the 
questionnaires to be used in phase two. 
11.4.3. Results 
The different lists obtained from the interviewees were analysed and 
competencies that were mentioned by at least fifty percent of the interviewees 
under each change type were included in the final lists. These lists are presented 





















































































































































































































































































































































































































































































































































































































































































































































11.4.3.1.  Frame-breaking behavioural change 
This change type focuses on major behavioural changes in the organisation 
where people are required to behave differently across the organisation or across 
whole divisions. The competencies mentioned by at least 50% of the leaders, as 
being important during frame-breaking behavioural change, are listed in Table 
11.1 below. 
Table 11.1: Frame-breaking behavioural change competencies 




Empowering people by creating a culture of participation that 
makes people feel that they are part of the process 
80% 
Lead with empathy. Ability to recognize that people react to 
change differently, being attuned to people‘s feelings, being 
sensitive to peoples’ needs 
70% 
Ability to create a clear vision 60% 
Ability to build credibility with people through integrity, 
consistency, transparency 
60% 
Ability to lead by example, in other words walk the talk 60% 
Ability to get buy-in from all levels of staff by creating a 
willingness in people to change 
60% 
Ability to communicate until understood 60% 
Table 11.2 on page 234 lists the other competencies mentioned by some of the 
leaders in relation to frame-breaking behavioural change. These competencies 
were not included in Table 11.1 as these competencies were mentioned by less 
than fifty percent of the leaders for this change type. 
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Table 11.2:  Frame-breaking behavioural change competencies not included in the final list 




Braveness, strong mindedness, prepared to stay on course 40% 
Ability to create an alignment between reality and the vision, align 
conversations around the change 
40% 
Bias for execution, ability to implement the proposed change 40% 
Ability to drive the right behaviour through performance 
management 
30% 
Principle, making decisions based on what is best for the country 
rather than one self 
30% 
Ability to deal with diversity 20% 
Ability to make the change tangible to that people will experience 
it 
10% 
11.4.3.2. Incremental behavioural change 
This change type focuses on minor behavioural changes in the organisation 
where people are required to make minor adjustments to their behaviour. It is 
different from frame-breaking behavioural change in that it does not require major 
changes and does not have to occur throughout the whole organisation nor 
across divisions. 
The competencies mentioned by at least 50% of the leaders, as being important 
during incremental behavioural change, are listed in Table 11.3 on page 235. 
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 Table 11.3:  Incremental behavioural change competencies 




Ability to build credibility with people through integrity, 
consistency, transparency 
60%
Ability to communicate until understood 50% 
Ability to create a clear vision 50% 
Lead with empathy. Ability to recognize that people react to 
change differently, being attuned to people’s feelings, being 
sensitive to peoples’ needs 
50%
Open minded, flexible in other words willing to change 50% 
Ability to get buy-in from all levels of staff by creating a 
willingness in people to change 
50%
Table 11.4 on page 236  lists the other competencies mentioned by some of the 
leaders in relation to incremental behavioural change. These competencies were 
not included in Table 11.3 as these competencies were mentioned by less than 
fifty percent of the leaders for this change type. 
236
Table 11.4:  Incremental behavioural change competencies not included in the final list 




Empowering people by creating a culture of participation that 
makes people feel that they are part of the process 
40% 
Accessible to employees from all levels 40% 
Ability to lead by example, in other words walk the talk 40% 
Ability to manage diversity and understand diversity at the level 
of culture and language 
30% 




Listening skills 20% 
Principled, guided by principle rather than personal agenda 20% 
Decisiveness 10% 
Patience 10% 
Ability to talk to people at all levels 10% 
Ability to manage both formal and informal structures in the 
organisation 
10% 
Ability to identify the influencers and their support bases 10% 
Ability to build strategy 10% 
Ability to set clear milestones 10% 
Passion 10% 
Forthrightness  10% 
Bias for execution, ability to implement the proposed change 10% 
Ability to link the change to the bottom line and show the benefits 
of the change 
10% 
Ability to ensure that the change is part of the day to day 
conversation 
10% 
Ability to link all planning to the change 10% 
Ability to deal with and manage ambiguity 10% 
Ability to manage the old and the new at the same time 10% 
Ability to gauge the degree of change not only form own view, but 
also from others’ points of view 
10% 
Have a broader then immediate-locus-of-control view 10% 
Have an understanding of history before shaping the future 10% 
Financial astuteness 10% 
Analytical 10% 
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11.4.3.3. Frame-breaking structural/technical change  
This change type refers to major changes in the structure of the organisation as 
well as major changes to the technology applied by the organisation. 
The competencies mentioned by at least fifty percent of the leaders, as being 
important during frame-breaking structural/technical change, are listed in Table 
11.5 below. 
Table 11.5:  Frame-breaking structural/technical change competencies 




Lead with empathy. Ability to recognize that people react to 
change differently, being attuned to people’s feelings, being 
sensitive to peoples’ needs 
70%
Ability to create a clear vision. 70% 
Have the relevant technical skills with an understanding of 
the core business. 
60%
Open minded, flexible in other words willing to change  50% 
Ability to build credibility with people through integrity, 
consistency, transparency. 
50%
Table 11.6 on page 238 lists the other competencies mentioned by some of the 
leaders in relation to frame-breaking structural/technical change. These 
competencies were not included in Table 11.5 as these competencies were 
mentioned by less than fifty percent of the leaders for this change type. 
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Table 11.6:  Frame-breaking structural/technical change competencies not included in the 
final list 




Ability to get buy-in from all levels of staff by creating a 
willingness in people to change 
40% 
Ability to communicate until understood 40% 
Ability to identify and mobilize opinion leaders/champions  30% 
Empowering people by building capacity within people to deal 
with new roles 
30% 
Ability to analyse trends, foresee and anticipate changes in the 
environment 
30% 
Bias for execution, ability to implement the proposed change 20% 
Braveness, courage 20% 
Ability to lead by example, in other words walk the talk 20% 
Resilience, perseverance  20% 
Empowering people by creating a culture of participation that 
makes people feel that they are part of the process  
20% 
Listening skills 20% 
Ability to demonstrate the benefits of the change 20% 
Ability to identify the behavioural changes that will be a 
consequence of the structural changes 
20% 
Ability to set clear milestones 10% 




Provide symbols to make the change real 10% 
Coaching and mentoring skills 10% 
Confidence 10% 
Counseling skills 10% 
Ability to maintain a positive attitude, high morale in the people in 
the midst of instability 
10% 
Ability to monitor and control throughout the process 10% 
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Table 11.6 Continued  




Ability to see the big picture, have a world view 10% 
Ability to foresee the impact of decisions 10% 
Ability to identify talent and match people with the right positions 10% 
Ability to build strategy 10% 
Ability to build proper change processes  10% 
Ability to control the pace of change at a level that the 
organisation can absorb 
10% 
Ability to read internal politics and respond appropriately 10% 
Ability to create mutual respect within the team 10% 
Parallel thinking ability 10% 
Ability to lead from the back 10% 
Ability to stick to macro management and avoid getting involved 
in the detail 
10% 
Forthrightness  10% 
Ability to assess the situation that calls for the change correctly 10% 
Accessible to employees from all levels 10% 
Consistent 10% 
Passion 10% 
Principled, guided by principle rather than personal agenda 10% 
Ability to identify and put in place behavioural changes needed to 
sustain the structural change 
10% 
Ability to remove barriers 10% 
Ability to exercise tough love 10% 
Ability to find the balance between what is right for the people 
and what is right for the business 
10% 
Ability to eliminate dissonance in the leadership and ensure that 
the team is aligned 
10% 
Ability to tolerate difference in ideas at conceptualization but not 
tolerate deviation on the execution of change 
10% 
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11.4.3.4. Incremental structural/technical change 
This change type focuses on minor changes in the structure of the organisation 
or minor changes in the technology used by the organisation. 
The competencies mentioned by at least fifty percent of the leaders, as being 
important during incremental structural/technical change, are listed in Table 11.7 
below. 
Table 11.7:  Incremental structural/technical change competencies 




Ability to execute the vision 70% 
Ability to create a clear vision 60% 
Lead with empathy. Ability to recognize that people react to 
change differently, being attuned to people’s feelings, being 
sensitive to peoples’ needs 
60%
Ability to build credibility with people through integrity, 
consistency, transparency 
60%
Ability to get buy-in from all levels of staff by creating a 
willingness in people to change  
50%
Table 11.8 on page 241 lists the other competencies mentioned by some of the 
leaders in relation to incremental structural/technical change. These 
competencies were not included in Table 11.7 as these competencies were 
mentioned by less than fifty percent of the leaders for this change type. 
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Table 11.8:  Incremental structural/technical change competencies not included in the final 
list 




Ability to lead by example, in other words walk the talk 40% 
Accessible to employees from all levels 40% 
Have the relevant technical skills with an understanding of the 
core business. 
40% 
Empowering people by creating a culture of participation that 
makes people feel that they are part of the process 
30% 
Decisiveness 30% 
Ability to build agility/flexibility in people. Enable people to 
anticipate ,accept and thrive on change 
20% 
Listening skills 20% 
Ability to deal with and create diversity 20% 
Ability to build innovators and a culture of innovation 20% 
Confidence 10% 
Ability to talk to people at all levels 10% 
Focused 10% 
Detail orientated. Ability to detect small issues 10% 
Ability to build strategy 10% 
Ability to create a good team that can turn opportunities into 
concrete business volume 
10% 
Ability to quantify the impact of the change 10% 
Ability to keep end goal in sight 10% 
Ability to create measurable targets 10% 
Ability to identify the necessary amendments needed to 
technology and people’s behaviour to make the change possible 
10% 
Ability to communicate until understood 10% 
Success driven, hungry for success 10% 
Forthrightness 10% 
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Table 11.8: continued  




Empowering people by building capacity within people to deal 
with new roles 
10% 
Ability to constantly evaluate adherence to the new 10% 
Ability to drive the right behaviour through performance 
management 
10% 
Principled, guided by principle rather than personal agenda 10% 
Financial astuteness 10% 
Fearlessness, boldness 10% 
Ability to create a culture of joint responsibility and accountability 
in a safe environment 
10% 
Ability to unleash potential in people 10% 
Ability to implement relevant and viable ideas provided by staff 10% 
11.4.3.5. The combined list 
The four lists were combined into one list and the result was a list of ten 
competencies that cover all four of the change types. This is presented in Table 
11.9 on page 243. This list formed the ultimate output of the qualitative part of the 





































































































































































































































































































































































































































































































































































In relating these competencies to the literature review on leadership it may be 
concluded that the competencies can be divided into three groupings under 
transactional leadership, transformational leadership and transcendental 
leadership. This is illustrated in Table 11.10 below: 




Ability to execute the visionTransactional 
leadership 
Have the relevant technical skills with an understanding of the core 
business. 
Ability to create a clear vision
Ability to communicate until understood
Ability to get buy-in from all levels of staff by creating a willingness 
in people to change
Ability to lead by example, in other words walk the talk
Open minded, flexible in other words willing to change
Empowering people by creating a culture of participation that 
makes people feel that they are part of the process
Transformational 
leadership 
Lead with empathy. Ability to recognize that people react to change 




Ability to build credibility with people through integrity, consistency, 
transparency
By adding the competencies to Table 11.10, a clearer picture of how the 
leadership approaches relate to the different change types emerges in Table 


























































































































































































































































































































































































































































































































































































It is clear from Table 11.11 that the following competencies are needed in all four 
of the change types: 
 Ability to create a clear vision; 
 Lead with empathy. Ability to recognize that people react to change 
differently, being attuned to people’s feelings, being sensitive to peoples’ 
needs; and 
 Ability to build credibility with people through integrity, consistency, 
transparency.
Table 11.11 further highlights that there is a stronger emphasis on 
transformational leadership than on the other two approaches. This is clear from 
the fact that seventy percent of the competencies mentioned are associated with 
transformational leadership. 
Using the same process in clustering the competencies as used in Table 11.10 
and Table 11.11, the following conclusions can be drawn for the four change 
types: 
 Leading people through frame-breaking behavioural change requires a 
combination of transformational and transcendental leadership approaches; 
 Leading people through incremental behavioural change requires a 
combination of transformational and transcendental leadership approaches; 
 Leading people through frame-breaking structural/technical change requires a 
combination of transactional, transformational and transcendental leadership 
approaches; and 
 Leading people through incremental structural/technical change requires a 
combination of transactional, transformational and transcendental leadership 
approaches.  
This is presented in Table 11.12 on page.247 
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Table 11.12:   Schools of leadership and change types 







behavioural change  X X 
Incremental 








X X X 
It is clear from Table 11.12 that transactional leadership is not perceived to be as 
important during behavioural change. This includes both frame-breaking and 
incremental behavioural change. 
11.5. Questionnaire format 
Brewerton and Millward (2001:104) list the following issues that the researcher 
should take into account when constructing a questionnaire in order to avoid a 
situation where the respondents are left with an ambiguous or incomplete 
understanding of what is being asked: 
 Unfamiliar words which include technical or jargon words should be avoided; 
 Ambiguous or imprecise words or concepts could cause errors into responses 
to the relevant items; 
 Complicated wording for example questions that contain too many clauses or 
qualifications can be confusing; 
 Double-barrelled questions in other words questions that contain more than 
one concept could create confusion; 
 Questions containing double negatives can be confusing; 
 Leading questions contain within them implicit value judgments that could 
lead to based responses; 
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 Questions with hidden assumptions should be avoided; and 
 The context within which the respondents will answer the questions could 
have an effect on the response. 
The questionnaires were based on the list of competencies created for each 
change type as a product of the interview process undergone in the qualitative 
phase (Table 11.9 on page 243). The objective of this phase was to determine 
the perceptions of both the managers and employees on: 
 The importance of each competency in times of change; and  
 To what degree those competencies are displayed by the managers during 
times of change.  
The same list of competencies were therefore presented to managers as well as 
employees, but with a different objective as indicated in sections 11.5.1. and 
11.5.2. Both managers and employees will be asked to indicate whether they 
have experienced any of the change types as described in the scenarios given to 
the interviewees in phase one. The objective thereof is to tie their responses 
back to the change types.  
11.5.1.   Managers 
Managers were asked to assess themselves against the list of competencies as 
well as rate the importance of that competency. 
The rating of the self-assessment will be on a scale of 1 to 4 ranging from: 
 1 being “Do not have this competency at all” 
 2 being “Displays this competency some of the time in change situations” 
 3 being “Displays this competency most of the time in change situations” 
 4 being “Displays this competency all of the time in change situations”. 
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The rating of the importance of each competency will be on a scale of 1 to 4, 
ranging from: 
 1 being “Not important at all” 
 2 being “Somewhat important” 
 3 being “Important” 
 4 being “Very important” 
In both cases a 4 point scale had been chosen as opposed to a 5 point scale. 
The objective is to avoid a situation where respondents tend to take the non-
committal ‘middle of the road’ option, and thus eliminate the central tendency. 
Schwab (1999:60) highlights two tendencies that influence self-report (in which 
respondents provide information about themselves) responses that the 
researchers should be aware of: 
 Social desirability which refers to the tendency of respondents to present 
themselves in a favourable light; and 
 Response acquiescence or yea-saying which refers to the tendency to agree 
with a statement irrespective of its content. 
In this study social desirability may be an issue of concern especially in the case 
where managers may believe that their individual responses may be revealed to 
the organisation. The researcher therefore had to ensure that the managers 
understand what the information will be used for as well as give reassurance that 
the individual responses will not be revealed to anyone outside of the researcher 
and the university. As the researcher did not have face-to-face encounters with 
the respondents, the introduction to the questionnaires clearly stipulated the 
terms and conditions of the research. 
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11.5.2.  Employees 
Employees were asked to assess their managers against the list of competencies 
as well as rate the importance of each competency. The same rating scales were 
used as those in the questionnaire to be completed by managers 
In this case the respondents were the observers evaluating externally visible 
characteristics of managers in their organisation (Schwab, 1999:63). Schwab lists 
the following response styles that have been identified when individuals are 
asked to make observations about an object: 
 The leniency error refers to the tendency to systematically provide a more 
favourable response than what is warranted; 
 The severity error refers to the tendency to systematically provide less 
favourable responses than what is warranted; 
 The central tendency error refers to the tendency of the observer clustering 
responses in the middle of the scale when more variable responses should be 
recorded; and 
 The halo error refers to the tendency of the observer to evaluate an object in 
an undifferentiated manner. 
As the researcher did not have face-to-face encounters with the respondents, an 
introduction to the questionnaire was created that was intended to provide 
counter measures for the potential errors. The introduction explained the 
objective of the study as well as outlined the potential errors in order to sensitise 
the observers and encourage them to focus on answering the questions 
objectively. 
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11.5.3.  Analysis  
The main objective of analyzing this data was to: 
 Determine to what degree the managers believe that they display the 
competencies determined by the leaders, 
 Compare the views of the managers with those of their employees on the 
degree to which they display the competencies; 
 Determine the importance placed on the competencies by the managers and 
the employees; and 
 Compare the views of the two groups in terms of the importance of the 
individual competencies. 
11.6. Validity 
The literature review formed the backdrop for the field study. In those chapters 
the three key elements of this study were explored. These are change, 
leadership and competency. This section will focus on the main conclusions 
drawn in those chapters. 
Change was defined in chapter 3 on page 32 as a process of identification and 
implementation, which is driven by external or internal initiators, that takes an 
organisation from its current state to a new state. 
Various types of change were identified and these were summarized in Figure 
3.5 on page 38. Figure 3.5 suggests that: 
 There are two extreme types of environments, with a continuum between them 
along which organisations operate; 
 These two extreme environments call for different types change of which 
range from incremental to frame-breaking change; 
 These changes can be structural or behavioural; 
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 These changes are also further classified as anticipated, emergent or 
opportunity based changes; 
 The people within in the organisation may have different perceptions on the 
type of change they are going through. What some may see as frame-
breaking change others may experience the same change as incremental 
change; 
 The organisation’s capacity for adaptation has an impact on whether it can 
change and what type of change it will be able to handle successfully; and 
 The type of change determines the leadership style needed. 
The chapter on leadership concluded in section 6.2, that the key elements of 
leadership are: 
 Creating a vision, and setting of goals and objectives; 
 Influencing and empowering followers to attaining the vision, goals and 
objectives; 
 Creating the appropriate context which will enable the attainment of the 
vision, goals and objectives; and 
 Creating the supporting relationships that will facilitate the attainment of the 
vision, goals and objectives. 
The same chapter also focused on the modern schools of thought on leadership 
approaches and concluded that: 
 The various leadership approaches are built one on top of the other from 
transactional leadership to transcendental leadership. The one subsumes the 
other. This is evident in the similarities in attributes across the different 
approaches; 
 Transactional leadership is the most basic while transcendental is the most 
complex approach as it incorporates the others; and 
 Following the arguments of Sarros and Santora (2001:389), Robbins and 
Cenzo (1998:407) and Aaltio and Takala (2000:148) in terms of charismatic 
leadership as well as the arguments of Stone et al (2004:352) in terms of 
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servant leadership, these two leadership approaches (charismatic and servant 
leadership) have been clustered under transformational leadership. This is due 
to the significant amount of overlap between these approaches and 
transformational leadership.  
A further conclusion made was that each of the leadership approaches is 
associated with a certain capability. These associations are: 
 Transactional leadership is associated with cognition/intellectual intelligence; 
 Transformational leadership is associated with emotional intelligence; and  
 Transcendental leadership is associated with spiritual intelligence. 
Each leadership approach is also associated with a set of competencies, which in 
turn determines competence. In other words, a leader needs a certain level of 
capability and a set of competencies in order to be competent. The relationship 
between capability, competency and competence was concluded to be as 
follows: 
 The levels of capability, competency and competence needed are determined 
by the requirements of the organisation; 
 Capability is the foundation on which competency and competence is built; 
 Capability has three distinct phases, namely: 
o Potential capability; 
o Content capability; and 
o Applied capability 
 Potential capability is focused on the future, in other words it refers to the 
inherent possibilities in the person – what the leader may be able to do; 
 Content capability is focused on the present, that is what the leader is able to 
do currently; 
 Applied capability is focused on the past, that is what the leader has shown he 
or she can do; 
 Competency is the foundation on which competence is built; 
254
 Competency is about displaying the right behaviour which is underpinned by 
enabling aspects which include knowledge, skill and attitude; 
 Competency is what the leader has at present; 
 Competence is about the ability to demonstrate performance at the right level; 
and
 Competence is focused on the past – what the leader has done/demonstrated. 
The relationship between leadership approach, capability and competency was 
illustrated in Figure 8.8 on page 191. Figure 8.8 suggests that: 
 Each of the leadership approaches is associated with particular capabilities; 
 As the leadership approaches are built one on top of the other from 
transactional leadership, the capabilities associated with the approaches are 
also built one on top of the other and incorporating the lower levels. 
o Transactional leadership is associated with cognitive or intellectual 
intelligence; 
o Transformational leadership is associated with both cognitive or 
intellectual intelligence and emotional intelligence; and 
o Transcendental leadership is associated with cognitive or intellectual 
intelligence, emotional intelligence and spiritual intelligence; and 
 Each capability in turn is associated with a list of competencies. A few 
examples of related competencies were listed in the diagram. 
A further conclusion drawn in the chapter on change was that the various change 






Leadership approach A Leadership approach B
Figure 11.3 Change type and leadership approach 
It is therefore concluded that the various change types would require particular 
competencies to be displayed by the leader in that situation in order to 
successfully lead the organisation through the change. Combining Figure 8.8 on 
page 191, Figure 3.5 on page 38 and Figure 11.3 above, Figure 11.4 below 






































Figure 11.4 Change types and competencies 
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Figure 11.4 suggests that: 
 There are three levels of change 
o The first level consists of the two major types of change namely 
incremental change and frame-breaking change; 
o The second level is where these two types of change are further 
divided into structural and behavioural change; 
o The third level is where the change is further split into anticipated, 
emergent and opportunity based change; 
 A change type could therefore, for example, be classified as an anticipated 
incremental change of a behavioural nature.  
 Each one of the change types has a corresponding list of competencies that 
leaders need to lead people through that change type. 
It is therefore imperative that, in order to be competent, the leader must have the 
right level of capability as well as the right set of competencies. As mentioned in 
chapter two, in which leadership was discussed, these competencies are 
determined by the context within which the leader has to operate. It was 
concluded that the critical issues impacting on leadership are: 
 Changes in societal values which, combined with significant economic and 
organisational developments, have led to the emergence of talent wars and 
the underlying need to engage employees in a different way in order to ensure 
commitment; 
 Changes in investor focus which is increasingly influenced by intangibles 
which include the quality and depth of leadership in the organisation; 
 Challenges in implementing organisational change which is increasing in rate 
and complexity; and 
 Awareness of the impact of stress on employees which is aggravated by the 
increasingly volatile, competitive and complex business environment. 
It is clear from the list above that the central issue facing leaders is the notion of 
change.  
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The chapter on leadership has also shown that competency consists of sub-
elements as illustrated by Figure 8.4 on page 183. Figure 8.4 illustrates that: 
1. Competency is made up of constituents or elements which include 
knowledge, skill, awareness, attitude, characteristics, traits and abilities. 
2. These constituents are translated into behaviours that are categorised as 
behavioral and technical. 
A change type would therefore be linked to a list of competencies that would 
consist of knowledge, skill, awareness, attitude, characteristics, traits and 
abilities.  
11.6.1. Framework 
It is clear from the preceding sections that there is a distinct relationship between 
leadership, change and competencies. In other words, change calls for 





















Figure 11.5 Relationship between leadership, change and competencies 
Figure 11.5 suggests that: 
 In order to affect change, leadership is needed; and 
 The leadership approach needed to affect that change is dependent on certain 
competencies. 
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In the midst of living in times when change is the only constant, leaders have to 
not only deal with and adjust to change, but they have to lead people through the 
change process and the uncertainty that inevitably accompanies change. This is 
further exacerbated by the fact that change comes in different forms and the fact 
that authors like Senior (1997), Waldersee and Griffiths (2004) and Ghemawat et 
al (1999) strongly suggest that different types of change call for different 
leadership approaches. This in turn suggests that leaders need different sets of 
competencies to take people through different types of change. This is illustrated 



























































































Figure 11.6 Change type, leadership approach and competencies 
Figure 11.6 suggests that: 
 Each change type has an associated leadership approach; 
 Each leadership approach is associated with a set of competencies; 
 How well the leaders fare against those competencies determine their level of 
competence in terms of leading people through each of the change types. 
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In this, business leaders are faced with two crucial questions: 
"What competencies do I need to lead my people through different change and 
uncertainty situations?" and "Do I have those competencies?". 
This study focused on these two questions and attempted to find answers to 
them through research: 
 What are the competencies needed to lead people through each of the change 
types? These change types are: 
o Incremental structural change; 
o Incremental behavioural change; 
o Frame-breaking structural change;  
o Frame-breaking behavioural change; and 
 Are managers perceived to display those competencies or not? 
Having come to the conclusions around leadership, change and how they relate 
to each other in terms of competencies, Table 11.13 below combine these 
elements in one framework. 
















































Comparing the above table to the contents of Table 9.3 on page 215, it can be 
argued that transactional leadership relates predominantly to the factor skill, 
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transformational leadership to the factor visioning, and transcendental leadership 
to the factor involvement.  
Table 11.13 illustrates that: 
 Each change type have a different set of competencies; 
 Each competency is related to a specific leadership approach.  
In other words, the framework suggests that the four major change types each 
comprise of a set of competencies that leaders need in order to lead people 
through that change type. The sets of competencies are related to certain 
leadership approaches and the framework therefore suggests that each change 
type may require a certain combination of leadership approaches. It could 
therefore be concluded that if the sets of competencies are determined and 
hence the combination of leadership approaches, leaders would be informed on 
what approach to adopt for each change type. Leaders could therefore also have 
a blueprint against which they can ascertain whether they have the competencies 
or not. This in turn would indicate how ready the leader is to lead people through 
each of the change types. All of the thoughts above are graphically depicted in 
Figure 11.7 on page 262. 
The model in Figure 11.7 suggests that: 
 Each of the four change types requires a combination of leadership 
approaches; 
 Different combinations of the approaches are needed for the different change 
types; 
 Each of the four change types requires a different combination of 
competencies; and 
 The number of competencies needed for each change type differs from five 
competencies to seven competencies. 
261
In terms of the leadership approaches, it was concluded in chapter two that 
transcendental leadership incorporates transformational leadership, which in turn 
incorporates transactional leadership. This was illustrated in Figure 6.7 on page 
156. Figure 6.7 illustrates that: 
 Transformational leadership incorporates transactional leadership; and 
 Transcendental leadership incorporates transactional and transformational 
leadership. 
It could therefore be argued that both incremental and frame-breaking change 
require a transcendental leadership approach, which includes the other two 
leadership approaches. Given that transactional leadership is related to 
management, this result is therefore confirming Fullan (2001), Kets de Vries 
(1995) and Caldwell’s (2003) arguments that leadership and management 
overlap, that the attributes assigned to each are inseperable and that both are 
needed.
Furthermore, incremental change and frame-breaking change present different 
levels of complexity. Incremental change has as its objective continuous 
improvement processes which are based on best practice, benchmarking and is 
often driven by quality and service demands made by customers. These can be 
described as tactical interventions made by the organisation. Robbins and Cenzo 
(1998:75) argue that the breadth, the scope and the time frame of the plan 
distinguishes tactical from strategic plans.  Frame-breaking change, on the other 
hand has as its driver strategic intent and focuses on reengineering which looks 
for quantum leaps in performance (Robbins, 1998:525). Strategic plans generally 
apply to the whole organisation and seek to position the organisation in terms of 




























































































































































































































































































































































































































































































































































































Figure 3.6 illustrates that: 
 Frame-breaking change is associated with strategic intent which includes 
reengineering and a focus on quantum leaps; and 
 Incremental change is associated with tactical plans which include continuous 
improvement processes. 
Therefore, the type of change being manifested would be a result of tactical or 
strategic intent. The intent of the organisation will determine the degree and the 
scope of the change. As the degree and scope of the change increase, the 
change would move from being evolutionary to a major overhaul. Incremental 
change is associated with evolution while frame-breaking change is associated 
with an overhaul. These thoughts were illustrated in Figure 3.7 on page 41. 
Figure 3.7 illustrated that: 
 As the degree of change and the scope of change increase, the change 
moves from being incremental to frame-breaking; 
 Incremental change is associated with an evolutionary process; and 
 Frame-breaking change is associated with an overhaul, in other words a 
major transformation. 
The thoughts captured in Figure 3.6, Figure 3.7 and Figure 6.7 are summarized 
in the model in Figure 11.8 on page 265. Figure 11.8 illustrates that: 
 The intent of the organisational change, be it tactical or strategic has an 
impact on whether the change will be incremental or frame-breaking; 
 As the degree and the scope of the change increase the complexity 
associated therewith increases. Moving from a tactical to a strategic intent 
has as a consequence an increase in the complexity of work; and 
 Both incremental and frame-breaking change are associated with 
transcendental leadership which incorporates transformational and 
transactional leadership. 
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This chapter has focused on the process followed in the design of the 
questionnaires that were used in the quantitative phase of the research (See 
Appendices A and B). The next chapter will focus on the results of the 














































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































CHAPTER 12 : PRESENTATION OF RESULTS 
12.1. Introduction 
The previous chapter outlined the process followed in the design of the 
questionnaires used in the quantitative part of the study. This chapter will focus 
on the presentation of the results of that part of the field study. Figure 12.1 below, 
















Figure 12.1 Outline: Chapter 12 
The quantitative part of the study was executed by means of a survey which 
included two versions of the same questionnaire, one completed by managers 
and the other completed by employees reporting to those managers. The primary 
objective of the quantitative phase of the research was to establish to what 
degree managers in the financial services industry in South Africa are believed to 
display the identified competencies. To achieve this objective, managers were 
asked to rate the degree to which they believe that they display the competencies 
in times of change, while the employees were asked to express their views on 
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the degree to which their managers display the competencies. This part of the 
research also had as an objective to establish the perceived importance of the 
competencies in times of change. In order to do so, both groups were required to 
identify the types of change that they have experienced in the last two years. This 
information was important in identifying the degree to which the respondents 
have experienced the various change types as well as how their experience 
would have influenced their perceptions of the managers’ abilities as well as their 
perception of the importance of the competencies. A total of 60 managers and 74 
employees responded to the survey. The questionnaires were completed 
electronically and e-mailed to the researcher. 
The results of the research will be discussed in the following areas: 
 Demographic profile of the respondents; 
 An exploration of the change types experienced by the respondents in the last 
two years; 
 A comparison of the managers’ and employees’ perceptions across change 
types;  
 A comparison of the importance assigned to the competencies by the 
managers and the employees; and 
 A comparison between the managers’ perception of the degree to which they 
display the competencies and the employees’ perception of the degree to 
which their managers display those competencies. 
12.2. Change types experienced by the respondents in the last two years 
Both groups were asked to record the types of change (namely frame-breaking 
behavioural change, frame-breaking structural/technical change, incremental 
behavioural change and incremental structural/technical change) that they have 
experienced in the last two years. Their responses are summarized in Table 12.1 
on page 269. The responses of both groups were combined in one table for 
comparison purposes. A chi-squared analysis (combined with the findings in 
Table 12.1) shows p-values of 0.377, 0.600, 0.224, and 0.604. The differences 
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are therefore not statistically significant. It can thus be stated that there is no 
difference between the managers’ and the employees’ reported experiences of 
the different change types. 
It is also worth noting that: 
 Fairly high percentages in both groups reported to have not experienced the 
various change types; 
 The change type that has the highest counts, in terms of respondents 
reporting that they have experienced it, is frame-breaking behavioural 
change; and 
 The change type that has the lowest counts, in terms of respondents reporting 
that they have experienced it, is incremental structural/technical change. 
The fact that high percentages in both groups reported that they had not 
experienced the various change types in the last two years raises the following 
questions: 
 Is the rate of change experienced by organisations being overestimated; 
 Is the financial sector more stable than other sectors; or 
 Have people become so used to change that they are longer conscious of it? 
Having reviewed the demographic profiles of the two groups within the total list of 
respondents as well as the change types experienced by the two groups, the 
next section will focus on how the managers and employees rated the 
importance of each competency. 
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Table 12.1: Change types experienced by the respondents 
Change types experienced in 
























change Have NOT experienced 
this change 
type 








change Have NOT experienced 
this change 
type 








change Have NOT experienced 
this change 
type 
53% 58% 0.307 0.604 
* Fisher’s Exact Test 
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12.3. The importance assigned to the competencies by the managers and 
employees 
This section will focus on the importance assigned to each competency by the 
managers and the employees respectively. The research hypothesis is that there 
is a difference between the importance assigned to the competencies by the 
managers and the importance assigned to the competencies by the employees. 
The results of a chi-squared analysis are summarised in Table 12.2 below. The 
analysis of the responses of the two groups indicated that only in terms of the 
competency “Ability to lead by example, in other words walk the talk” was there a 
statistically significant difference between the two groups. 




Ability to create a clear vision 1.419 0.492
Ability to execute the vision 1.286 0.526
Ability to communicate until understood 0.153 0.423
Ability to get buy-in from all levels of staff by creating a 
willingness in people to change 
0.166 0.920
Ability to build credibility with people through integrity, 
consistency, transparency 
2.505 0.286
Ability to lead by example, in other words walk the talk 6.481 0.039*
Open minded, flexible in other words willing to change 1.416 0.493
Empowering people by creating a culture of participation that 
makes people feel that they are part of the process 
4.079 0.130
Lead with empathy. Ability to recognize that people react to 
change differently, being attuned to people’s feelings, being 
sensitive to people’s needs 
1.035 0.596
Have the relevant technical skills with an understanding of the 
core business 
3.355 0.187
*Significant at p<=0.05 
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Figure 12.2 below graphically depicts the views of the managers and the 
employees on the competency “Ability to lead by example, in other words walk 
the talk”. It is clear from the chart that the managers place a higher degree of 
importance on this competency with 82% seeing it as very important as opposed 
to only 65% of employees rating it as very important. 
Managers' and employees' evaluation of the 
importance of: Ability to lead by eaxample, in other 


























Figure 12.2 The importance of: Ability to lead by example, in other words walk the talk 
The ANOVA analysis, on the other hand, did not show a statistically significant 
difference between the mean importance ratings by the two groups of the 
different competencies.   
12.3.1. The importance assigned to the competencies by change type 
This section will compare the importance assigned to the competencies by the 
managers and the employees per change category. A comparison is made 
between the views of those who have experienced a change type and those who 
have not experienced that change type.  
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12.3.1.1. Frame-breaking behavioural change 
Table 12.3 below compares the views of those who have experienced frame-
breaking behavioural change against the views of those who have not 
experienced this change type. The ANOVA analysis shows that the only 
competency where there is a statistically significant difference between the two 
groups is for the competency “Open minded, flexible in other words willing to 
change”.
Table 12.3:  ANOVA analysis of the importance assigned to the competencies – frame-breaking 
behavioural change 
Competency F Sig. 
Ability to create a clear vision 0.5860 0.355
Ability to execute the vision 2.786 0.097
Ability to communicate until understood 0.161 0.689
Ability to get buy-in from all levels of staff by creating 
a willingness in people to change 
2.807 0.096
Ability to build credibility with people through 
integrity, consistency, transparency 
0.684 0.410
Ability to lead by example, in other words walk the 
talk
2.873 0.092
Open minded, flexible in other words willing to 
change
4.701 0.032*
Empowering people by creating a culture of 
participation that makes people feel that they are 
part of the process 
0.000 0.996
Lead with empathy. Ability to recognize that people 
react to change differently, being attuned to people’s 
feelings, being sensitive to people’s needs 
0.044 0.834
Have the relevant technical skills with an 
understanding of the core business 
0.001 0.981
* Significant at p<=0.05 
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Figure 12.3 below graphically depicts the views, of those who have experienced 
and those who have not experienced frame-breaking behavioural change, on 
“Open minded, flexible in other words willing to change”. It is clear from the chart 
that there is a significant difference in the views of the two groups, in particular 
when comparing the views of those who have not experienced this change type. 
Comparing the views of those who have and those who have not 
experienced frame breaking behavioural change, on the importance 
placed on: Open minded, fexible i.e. willing to change
0% 0% 0% 0%
































change in the last 2
years
Not important at all Somewhat important
Important Very important
Figure 12.3 The importance placed on: Open minded, flexible in other words willing to 
change 
12.3.1.2. Frame-breaking structural/technical change 
The ANOVA indicated that there is no statistically significant difference between 
the two groups. 
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12.3.1.3. Incremental behavioural change 
Table 12.4 below compares the views of those who have experienced 
incremental behavioural change against the views of those who have not 
experienced this change type. The ANOVA test result shows that in the case of 
two of the competencies there is a statistically significant difference between the 
two groups. These are: 
 Ability to execute the vision; and 
 Open minded, flexible in other words willing to change. 
Table 12.4:  ANOVA analysis of the importance assigned to the competencies - incremental 
behavioural change 
Competency F Sig. 
Ability to create a clear vision 2.457 0.119 
Ability to execute the vision 6.049 0.015* 
Ability to communicate until understood 0.581 0.447 
Ability to get buy-in from all levels of staff by creating a 
willingness in people to change 
3.210 0.075 
Ability to build credibility with people through integrity, 
consistency, transparency 
0.130 0.719 
Ability to lead by example, in other words walk the talk 1.049 0.308 
Open minded, flexible in other words willing to change 4.694 0.032* 
Empowering people by creating a culture of participation 
that makes people feel that they are part of the process 
0.120 0.729 
Lead with empathy. Ability to recognize that people react 
to change differently, being attuned to people’s feelings, 
being sensitive to people’s needs 
0.603 0.439 
Have the relevant technical skills with an understanding of 
the core business 
0.481 0.489 
* Significant at p<=0.05 
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Figure 12.4 below graphically depicts the views, of those who have experienced 
and those who have not experienced incremental behavioural change, on “Ability 
to execute the vision”.   
Comparing the views of those who have and those 
who have not experienced incremental behavioural 
change, on the importance placed on: Ability to 
execute the vision

































change in the last 2
years
Not important at all Somewhat important Important Very important
Figure 12.4 Comparing the views on the importance placed on: Ability to execute the vision 
It is clear from the chart that the managers and employees who have 
experienced incremental behavioural change place a lesser degree of 
importance on this competency than those who have not experienced this 
change type. 
Figure 12.5 on page 276 graphically depicts the views, of those who have 
experienced and those who have not experienced incremental behavioural 
change, on “Open minded, flexible in other words willing to change”. 
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Comparing the views of those who have and those who have 
not experienced incremental behavioural change, on the 
importance placed on: Open minded, flexible i.e. willing to 
change







































the last 2 years
Not important at all Somewhat important Important Very important
Figure 12.5  Comparing the views on the importance placed on: Open minded, flexible in other words willing to 
change
It is clear from the chart that the managers and employees who have not 
experienced incremental behavioural change placed a higher degree of 
importance on this competency than those who have experienced this change 
type. 
12.3.1.4. Incremental structural/technical change 
The ANOVA indicated that there is no statistically significant difference between 
the two groups.  
12.3.1.5. Frame-breaking change 
This section will focus on frame-breaking change, which includes both 
behavioural and structural/technical change. 
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A Levene’s test was performed to compare the views of those who have 
experienced frame-breaking change to those who have not experienced frame-
breaking change. Only one competency’s result was statistically significant 
namely “Ability to build credibility with people through integrity, consistency, 
transparency”. This is illustrated in Table 12.5 below. 
Table 12.5:  Levene’s test comparing the views of those who have experienced frame-
breaking change to those who have not experienced this type of change 
Competency F Sig. 
Ability to create a clear vision 0.480 0.491 
Ability to execute the vision 0.061 0.805 
Ability to communicate until understood 0.294 0.589 
Ability to get buy-in from all levels of staff by creating 
a willingness in people to change 
0.245 0.622 
Ability to build credibility with people through 
integrity, consistency, transparency 
6.216 0.015* 
Ability to lead by example, in other words walk the 
talk
3.338 0.071 
Open minded, flexible in other words willing to 
change
0.285 0.595 
Empowering people by creating a culture of 
participation that makes people feel that they are 
part of the process 
0.183 0.670 
Lead with empathy. Ability to recognize that people 
react to change differently, being attuned to people’s 
feelings, being sensitive to people’s needs 
0.245 0.622 
Have the relevant technical skills with an 
understanding of the core business 
1.365 0.246 
* Significant at p<=0.05 
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12.3.1.6. Incremental change 
This section will focus on incremental change, which includes both behavioural 
and structural/technical change. 
Levene’s test was used to compare the views of those who have experienced 
incremental change to those who have not experienced incremental change. 
Statistically significant differences between the two groups were found on the 
following competencies: 
 Ability to execute the vision; 
 Ability to get buy-in from all levels of staff by creating a willingness in people 
to change; and 
 Open minded, flexible in other words willing to change. 
The results of the Levene’s test are summarized in Table 12.6 below. 
Table 12.6:  Levene’s test comparing the views of those who have experienced 
incremental change to those who have not experienced this particular type of change 
Competency F Sig. 
Ability to create a clear vision 3.661 0.058 
Ability to execute the vision 6.797 0.010* 
Ability to communicate until understood 0.928 0.338 
Ability to get buy-in from all levels of staff by creating a 
willingness in people to change. 
8.259 0.005* 
Ability to build credibility with people through integrity, 
consistency, transparency 
0.405 0.526 
Ability to lead by example, in other words walk the talk 1.807 0.182 
Open minded, flexible in other words willing to change 6.736 0.011* 
Empowering people by creating a culture of participation 
that makes people feel that they are part of the process 
0.006 0.936 
Lead with empathy. Ability to recognize that people react 
to change differently, being attuned to people’s feelings, 
being sensitive to people’s needs. 
1.183 0.279 
Have the relevant technical skills with an understanding of 
the core business 
0.003 0.957 
Significant at p<=0.05 
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12.3.2. Conclusion 
It can be concluded from the analyses in this section that the managers and the 
employees have very similar views on the importance of most of the 
competencies. The only competency where the two groups showed statistically 
significant differences is “Ability to lead by example, in other words walk the talk”. 
This competency shows a difference in distribution where the managers’ views 
are compared to that of the employees across all change types. 
Hypothesis 1 stated that there is a difference between the importance assigned 
to the competencies by the managers and the importance assigned to the 
competencies by the employees. For the competency “Ability to lead by example, 
in other words walk the talk” the hypothesis is therefore accepted. For the 
remaining nine competencies the hypothesis is rejected. 
It can also be concluded from the analyses in this section that experiences of 
different change types indicate a number of differences with regard to the 
perceived importance of competencies. The competencies where the two groups, 
consisting of those who experienced change and those who did not, showed 
statistically significant differences are: 
 Open minded flexible in other words willing to change. Where the views were 
compared between those who have experienced behavioural change (both 
frame-breaking and incremental) and those who have not experienced these 
change types there is a statistically significant difference in the distributions. 
The same applies to when a comparison is made between the views of those 
who  have experienced incremental change (both behavioural and 
structural/technical) and those who have not; 
 Ability to execute the vision. This competency shows a statistically significant 
difference in the distributions of the respondents’ views where the views were 
compared between those who have experience incremental behavioural 
change and those who have not experienced this change type. This 
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competency also shows a statistically significant difference in distributions 
when the views are compared between those who have experienced 
incremental change (both behavioural and structural/technical) and those who 
have not; 
 Ability to build credibility with people through integrity, consistency, 
transparency. This competency shows a statistically significant difference in 
distributions of the respondents views where the comparison is made 
between those who have experienced frame-breaking change and those who 
have not; and 
 Ability to get buy-in from all levels of staff by creating a willingness in people 
to change. This competency shows a statistically significant difference in 
distributions when the views are compared between those who have 
experienced incremental change (both behavioural and structural/technical) 
and those who have not. 
In comparing the results with the importance placed on these competencies by 
the leaders interviewed in the qualitative part of the study, the following are 
evident: 
 The quantitative part of the study confirms that the competencies identified by 
the leaders (in phase one) are important in times of change. Over 90% of both 
the managers and the employees rated all the competencies between 
“important” and “very important”; 
 The leaders identified a list comprised of a different combination of 
competencies for each change type. The respondents in the quantitative 
study however rated all the competencies important irrespective of change 
type. In other words, this group rated all the competencies as important 
across all change types. They therefore seem to disagree with the leaders 
(interviewed in phase one) who stated that there are different combinations of 
competencies needed for each change type. The disagreement between the 
two groups confirm Beugelsdijk et al’s (2002:325) argument that 
organisational change may have different interpretations and that lower level 
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staff often classify change differently to the classification of senior managers; 
and 
 The two groups have placed different levels of emphasis on the importance of 
the competencies. Table 12.7 below summarises the views of the employees 
and managers in terms of the highest and lowest ranking competencies. The 
table includes the related schools of leadership. 
Table 12.7:  Comparing the highest and lowest ratings of importance 
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Table 12.7 indicates that: 
 The employees place a greater emphasis on transcendental leadership; while 
 The managers place a greater emphasis on transformational leadership. 
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12.4. Comparing the views of the managers and the employees on the 
degree to which the managers display the competencies 
In this section the employees’ perceptions of the degree to which their managers 
display the competencies, will be compared to that of the managers’ perceptions. 
The objective is twofold: 
 To determine to what degree the managers are perceived to display the 
competencies; and 
 To determine what the difference is between the managers’ perception of the 
degree to which they display the competencies and the employees’ 
perception of the degree to which their managers display the competencies. 
The research hypothesis, as stated in chapter two on page 28, is that there is 
a difference in perception between the managers and their employees on the 
degree to which the managers display the competencies. 
Table 12.8 on page 283 summarises the views of the two groups. The 
information is presented in percentages. 
A chi-squared analysis, as depicted in Table 12.9 on page 284, shows 
statistically significant differences between the two groups for the following 
competencies: 
 Ability to build credibility with people through integrity, consistency, 
transparency;
 Ability to lead by example, in other words walk the talk; 
 Open minded, flexible in other words willing to change; and  
 Empowering people by creating a culture of participation that makes people 


























































































































































































































































































































































































































































































































































































































































































































Table 12.9:  Chi-squared analysis - comparing perceptions of the degree to which the 




Ability to create a clear vision 2.956 0.398 
Ability to execute the vision 7.717 0.052 
Ability to communicate until understood 5.065 0.167 
Ability to get buy-in from all levels of staff by creating a 
willingness in people to change 
5.369 0.147 
Ability to build credibility with people through integrity, 
consistency, transparency 
8.348 0.039* 
Ability to lead by example, in other words walk the talk 18.326 0.000* 
Open minded, flexible in other words willing to change 13.979 0.003* 
Empowering people by creating a culture of 
participation that makes people feel that they are part 
of the process 
13.178 0.004* 
Lead with empathy. Ability to recognize that people 
react to change differently, being attuned to people’s 
feelings, being sensitive to people’s needs 
6.512 0.089 
Have the relevant technical skills with an 
understanding of the core business 
3.674 0.299 
* Significant at p<=0.05 
The ANOVA shows that in the case of four of the competencies there is a 
statistically significant difference between the two groups. These are: 
 Ability to build credibility with people through integrity, consistency, 
transparency;
 Ability to lead by example, in other words walk the talk; 
 Open minded, flexible in other words willing to change; and  
 Lead with empathy. Ability to recognise that people react to change 
differently, being attuned to people’s feelings, being sensitive to people’s 
needs. 
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Table 12.10:  ANOVA - comparing perceptions of the degree to which the competencies are 
displayed by the managers 
Competency F Sig. 
Ability to create a clear vision 0.398 0.529 
Ability to execute the vision 1.620 0.205 
Ability to communicate until understood 3.062 0.082 
Ability to get buy-in from all levels of staff by creating a 
willingness in people to change. 
1.360 0.246 
Ability to build credibility with people through integrity, 
consistency, transparency 
6.937 0.009* 
Ability to lead by example, in other words walk the talk 17.742 0.000* 
Open minded, flexible in other words willing to change 11.374 0.001* 
Empowering people by creating a culture of 
participation that makes people feel that they are part 
of the process 
0.753 0.387 
Lead with empathy. Ability to recognize that people 
react to change differently, being attuned to people’s 
feelings, being sensitive to people’s needs. 
6.201 0.014* 
Have the relevant technical skills with an 
understanding of the core business 
1.583 0.210 
* Significant at p<=0.05 
The chi-squared analysis and the ANOVA combined show statistically significant 
differences for five of the competencies. These are: 
 Ability to build credibility with people through integrity, consistency, 
transparency;
 Ability to lead by example, in other words walk the talk; 
 Open minded, flexible in other words willing to change;  
 Empowering people by creating a culture of participation that makes people 
that they are part of the process; and 
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 Lead with empathy. Ability to recognise that people react to change 
differently, being attuned to people’s feelings, being sensitive to people’s 
needs. 
Three of the competencies show statistically significant differences in the results 
of both the chi-squared analysis and the ANOVA. The two methods differ 
however on the following two competencies: 
 Empowering people by creating a culture of participation that makes people 
that they are part of the process (chi-squared analysis); and 
 Lead with empathy. Ability to recognise that people react to change 
differently, being attuned to people’s feelings, being sensitive to people’s 
needs (ANOVA). 
12.4.1. Comparing evaluations according to change type 
This section will focus on the perceptions of the two groups on the degree to 
which the managers display the competencies in the context of the type of 
change that they have reported to have experienced in the last two years.  
12.4.1.1. Frame-breaking behavioural change  
Under frame-breaking behavioural change the following competencies were 
identified by the leaders interviewed as important for this change type: 
 Ability to create a clear vision; 
 Ability to communicate until understood; 
 Ability to get buy-in from all levels of staff by creating a willingness in people 
to change; 
 Ability to build credibility with people through integrity, consistency, 
transparency;
 Ability to lead by example, in other words walk the talk; 
287
 Empowering people by creating a culture of participation that makes people 
feel that they are part of the process; and 
 Lead with empathy. Ability to recognize that people react to change 
differently, being attuned to people’s feelings, being sensitive to people’s 
needs. 
The results of the chi-squared analyses are summarized in Table 12.11 below. 
None of the results are statistically significant. There is therefore no difference 
between the managers’ and employees’ ratings respectively. 
Table 12.11:  Chi-squared – the degree to which the managers display the competencies – 




Ability to create a clear vision 0.482 0.978 
Ability to communicate until understood 5.441 0.124 
Ability to get buy-in from all levels of staff by creating a 
willingness in people to change 
2.789 0.428 
Ability to build credibility with people through integrity, 
consistency, transparency 
1.647 0.693 
Ability to lead by example, in other words walk the talk 3.408 0.332 
Empowering people by creating a culture of 
participation that makes people feel that they are part 
of the process 
1.449 0.741 
Lead with empathy. Ability to recognize that people 
react to change differently, being attuned to people’s 
feelings, being sensitive to people’s needs 
4.752 0.176 
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12.4.1.2. Frame-breaking structural/technical change 
The following competencies were identified as important for frame-breaking 
structural/technical change: 
 Ability to create a clear vision; 
 Ability to build credibility with people through integrity, consistency, 
transparency;
 Open minded, flexible in other words willing to change; 
 Lead with empathy. Ability to recognize that people react to change 
differently, being attuned to people’s feelings, being sensitive to people’s 
needs; and  
 Have the relevant technical skills with an understanding of the core business. 
The results of the chi-squared analyses are summarized in Table 12.12 below. 
None of the results are statistically significant. There is therefore no difference 
between the managers’ and employees’ ratings respectively. 
Table 12.12:  Chi-squared - the degree to which the managers display the competencies – 




Ability to create a clear vision 2.654 0.477 
Ability to build credibility with people through integrity, 
consistency, transparency 
2.123 0.579 
Open minded, flexible in other words willing to change 1.103 0.864 
Lead with empathy. Ability to recognize that people 
react to change differently, being attuned to people’s 
feelings, being sensitive to people’s needs 
0.745 0.908 
Have the relevant technical skills with an 
understanding of the core business 
2.724 0.424 
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12.4.1.3. Incremental behavioural change  
The following competencies were identified under incremental behavioural 
change:
 Ability to create a clear vision; 
 Ability to communicate until understood; 
 Ability to get buy-in from all levels of staff by creating a willingness in people 
to change; 
 Ability to build credibility with people through integrity, consistency, 
transparency;
 Open minded, flexible in other words willing to change; and 
 Lead with empathy. Ability to recognize that people react to change 
differently, being attuned to people’s feelings, being sensitive to people’s 
needs. 
The results of the chi-squared analyses are summarized in Table 12.13 below. 
None of the results are statistically significant. There is therefore no difference 
between the managers’ and employees’ ratings respectively. 
Table 12.13:  Chi-squared analysis - the degree to which the managers display the 




Ability to create a clear vision 5.082 0.158 
Ability to communicate until understood 0.541 0.978 
Ability to get buy-in from all levels of staff by creating a 
willingness in people to change 
4.543 0.219 
Ability to build credibility with people through integrity, 
consistency, transparency 
3.189 0.348 
Open minded, flexible in other words willing to change 1.055 0.873 
Lead with empathy. Ability to recognize that people 
react to change differently, being attuned to people’s 
feelings, being sensitive to people’s needs 
5.726 0.110 
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12.4.1.4. Incremental structural/technical change 
The following competencies were identified under incremental structural/technical 
change:
 Ability to create a clear vision; 
 Ability to execute the vision; 
 Ability to build credibility with people through integrity, consistency, 
transparency;
 Ability to get buy-in from all levels of staff by creating a willingness in people 
to change; 
 Lead with empathy. Ability to recognize that people react to change 
differently, being attuned to people’s feelings, being sensitive to people’s 
needs. 
The results of the chi-squared analyses are summarized in Table 12.14 below. 
None of the results are statistically significant. There is therefore no difference 
between the managers’ and employees’ ratings respectively. 
Table 12.14:  Chi-squared analysis - the degree to which the managers display the 




Ability to create a clear vision 0.741 0.901 
Ability to execute the vision 1.719 0.689 
Ability to get buy-in from all levels of staff by creating a 
willingness in people to change. 
3.143 0.378 
Ability to build credibility with people through integrity, 
consistency, transparency 
1.866 0.664 
Lead with empathy. Ability to recognize that people 
react to change differently, being attuned to people’s 




It is worth noting that the managers consistently scored themselves higher than 
the employees’ evaluations. There is clearly a perception among the managers 
that they are doing better than what their employees think that they are doing. 
This may be the result of wrong perceptions on the part of the employees or an 
overestimation on the part of the managers. Either way, it may be wise for 
organisations to put interventions in place to align the perceptions. 
The competencies where there is a statistically significant difference in the 
distributions are: 
 Ability to build credibility with people through integrity, consistency, 
transparency;
 Ability to lead by example in other words walk the talk; 
 Open minded, flexible in other words willing to change;  
 Empowering people by creating a culture of participation that makes people 
feel that they are part of the process; and 
 Lead with empathy. Ability to recognize that people react to change 
differently, being attuned to people’s feelings, being sensitive to people’s 
needs. 
The research hypothesis 2 would therefore be accepted for these competencies, 
but rejected for the other five competencies.  
It is clear from this section that when comparing the views of the managers and 
the employees in the context of the change types experienced there is no 
statistically significant difference between the distribution of the managers’ and 
the employees’ rating respectively. When comparing the views in the context of 
the change type experienced, the outcome necessitates the rejection of the 
research hypothesis. 
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On page 244 the conclusion was drawn that the list of competencies could be 
clustered under the following schools of leadership: 
 Transactional leadership; 
 Transformational leadership; and 
 Transcendental leadership. 
Table 12.15 below  illustrates how the competencies have been clustered under 
the schools of leadership. 




Ability to execute the visionTransactional
leadership Have the relevant technical skills with an understanding of the 
core business. 
Ability to create a clear vision
Ability to communicate until understood
Ability to get buy-in from all levels of staff by creating a willingness 
in people to change
Ability to lead by example, in other words walk the talk
Open minded, flexible in other words willing to change
Empowering people by creating a culture of participation that 
makes people feel that they are part of the process
Transformational 
leadership 
Lead with empathy. Ability to recognize that people react to 
change differently, being attuned to people’s feelings, being 
sensitive to peoples’ needs
Transcendental 
leadership 
Ability to build credibility with people through integrity, 
consistency, transparency
Table 12.16 on page 293 combines the groups created by the factor analysis with 
the schools of leadership. 
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Table 12.16:   Competencies grouped by the factor analysis and the related schools of 
leadership
Group Related school of 
leadership
Competencies  
Ability to create a clear vision 
Ability to execute the vision 
Ability to communicate until 
understood
Visioning Transactional leadership 
Transformational
leadership
Ability to lead by example, in 
other words walk the talk 
Ability to get buy-in from all levels 
of staff by creating a willingness 
in people to change 
Ability to build credibility with 
people through integrity, 
consistency, transparency 
Open minded, flexible in other 




Empowering people by creating a 
culture of participation that makes 
people feel that they are part of 
the process 
Lead with empathy. Ability to 
recognize that people react to 
change differently, being attuned 
to people’s feelings, being 
sensitive to people’s needs 
Skill Transactional leadership 
Transformational
leadership
Have the relevant technical skills 
with an understanding of the core 
business
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The contents of Table 12.16 is very similar to the contents of Table 9.3 on 
page 215, except for the linking of particular schools of leadership to the 
factors identified in this research. 
An ANOVA was performed to assess the importance placed on the 
competencies by the managers and the employees in the context of the 
clusters created by the factor analysis. Two scenarios were looked at namely: 
 Frame-breaking change (which includes both behavioural and 
structural/technical change); and 
 Incremental change (which includes both behavioural and 
structural/technical change). 
The results are depicted in Table 12.17 below. 
Table 12.17:  ANOVA result of the comparison of views on the clusters across change 
types 
Competency cluster Type of change F Sig. 
Visioning Frame-breaking change 0.023 0.977 
Involvement Frame-breaking change 0.103 0.902 
Skill Frame-breaking change 0.681 0.508 
Visioning Incremental change 1.777 0.173 
Involvement Incremental change 1.550 0.216 
Skill Incremental change 0.205 0.815 
It is clear from the table that none of the results are statistically significant. It 
can therefore be concluded that in the context of the two broad change types, 
there is no difference in the distribution of the views of the managers and the 
employees on the importance of the competency clusters. 
12.5. Conclusion 
This chapter focused on the results of the quantitative part of the study. The 
following conclusions were derived from the data: 
 The managers and employees who responded to the survey confirmed the 
importance of the competencies identified by the leaders as being 
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important in times of change. The leaders who had taken part in the 
qualitative part of the study reported that different combinations of the 
competencies are needed for the different types of change. The 
respondents in the second phase did not, however, confirm that different 
combinations are needed. To the contrary, the data suggests that both the 
managers and the employees feel that all the competencies are important 
for all the change types. This difference in opinion confirms Beugelsdijk et
al’s (2002) argument that organisational change may have different 
interpretations;
 In the case of 50% of the competencies there is a difference in distribution 
between the views of the managers and that of the employees, on the 
degree to which the managers display the competencies. For these 
competencies the research hypothesis 2 has been accepted. In the case 
of the other 50% the research hypothesis 2 was rejected as there was no 
difference in the distributions of the views of the managers and the views 
of the employees; and  
 It is important to note that high percentages in both groups reported that 
they had not experienced the various change types. This raises questions 
around how people experience change. It also seems to contradict the 
literature that suggests that this sector has experienced quite a number of 
changes in the last few years. 
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CHAPTER 13 : CONCLUSIONS AND RECOMMENDATIONS 
13.1. Introduction 
Having reviewed the results of the field study, this chapter will summarise the 
major conclusions drawn in this dissertation as well as highlight the areas where 
further research may be considered. 
The study had a twofold objective. This was to determine: 
 The competencies needed to lead people, specifically employees, through the 
various change types; and 
 The degree to which South African managers in the financial services sector 
display those competencies in terms of self- and employee perceptions. 
An extensive literature review was undertaken which specifically focused on 
leadership, competence and the change context within which leadership needs to 
operate. A summary of the major findings is encapsulated in Figure 13.1 on page 
297.
Figure 13.1 illustrates that: 
 The context within which leaders have to operate is that of constant change 
which affects society, the organisation and the individual; 
 Change can be subdivided into different types of change, which range from 
incremental to frame-breaking. The change type is determined by the scope 
of the change and the degree of the change; 
 The different types of change call for different leadership approaches; and 
 Each leadership approach is related to a set of competencies. These sets, as 






















































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































These thoughts are further expanded on below in terms of the conclusions 
that were drawn in this study. 
13.2. Context 
It was concluded that leaders have to operate in a world where stability is no 
longer the order of the day. Change has become a constant that affects 
individuals, organisations and whole societies. In some cases individuals bring 
about change that affects the organisation, which in turn can affect society. An 
example of such a change may be a case where an employee innovates a 
new product that has a profound impact on the production within an 
organisation and revolutionizes a significant part of society. A case in point is 
the creation of the cell phone. In other instances the reverse may be true in 
that changes in society may have an impact on an organisation and in the 
process impact on the individuals in that organisation. An example of such a 
change that affects the different entities is that of employment equity. The 
political changes brought about in South Africa in the nineties caused major 
changes in the overall society. One result of those changes was the 
requirement of organisations to change their policies around recruitment and 
skills development as stipulated by the Employment Equity and the Skills 
Development Acts. The impact on organisations has been significant and 
these changes have in turn directly affected the individuals within the 
organisation. A white male, for example, may suddenly have found that his 
career path has been stunted by the changes in the organisation that had 
been imposed on it by society.
In addition to change occurring at the three levels, namely society, the 
organisation and the individual, it was also concluded that change is a 
complex phenomenon. This complexity includes the following aspects that all 
interact and create the complexity of change: 
 There are different types of change. This is expanded upon in section 
13.3;
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 The velocity of change; 
 The direction of change; 
 The unpredictability of change; 
 The uncertainty about the impact of change; 
 The possibility of more than one change occurring at the same time; 
 The risk of failure when an attempt is made to address the change; and
 One change may offset a chain reaction and create other types of change. 
It is this complexity of change that creates the need for: 
 Informed and effective leadership; and 
 Leadership that has appropriate and unique competencies; 
Informed and effective leadership in turn requires by necessity an 
understanding of the dynamics outside of an organisation that have an impact 
on it as well as the dynamics within the organisation. 
The key external elements that impact on an organisation include: 
 Policital factors; 
 Legislation; 
 Corporate governance; 
 Economic factors 
 Globalisation 
 Socio-cultural factors; and 
 Technological factors. 
The key factors in understanding the dynamics within an organisation include: 
 The social exchange which include the three forces namely, the leader, the 
followers and the situation; 
 Understanding how mechanistic systems respond to change as opposed 
to organic systems; 
 Finding the balance between order and disorder and the ability to use 
disorder as a motivational and creative factor; 
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 The ability to lead an organisation from stability to higher-order stability; 
 Understanding how an organisation learns and the ability to lead an 
organisation into double-loop learning; and 
 Taking the organisation on the road of discovery through experimentation. 
As can be seen from the conclusions in this section, change cannot be looked 
at from a one-dimensional point of view as it comes in many shapes and 
forms. This study has focused on the various types of change and in particular 
the four major types that are briefly discussed below. 
13.3. Types of change  
Some major conclusions drawn in the section that dealt with change include: 
 Change could be subdivided in to various types of change. This document 
focused on: 
o Frame-breaking behavioural change; 
o Frame-breaking structural/technical change; 
o Incremental behavioural change; and 
o Incremental structural/technical change. 
 Different groups may interpret change differently. In other words some 
may see a change as frame-breaking while others may experience the 
same change as incremental; 
 Different leadership approaches are needed to manage different change 
types.
Within the context of change the focus has been on leadership as the number 
one strategic concern of organisations. 
13.4. Leadership 
The major conclusions drawn in the section that dealt with leadership include: 
 Leadership and management are two sides of the same coin; 
 The key elements of leadership are: 
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o Creating a vision and setting goals and objectives 
o Influencing and empowering followers; 
o Creating the required environment and context; and 
o Creating appropriate relationships. 
 Transcendental leadership is associated with spiritual intelligence, 
transformational leadership with emotional intelligence and transactional 
leadership is associated with cognitive intelligence; and 
 Transcendental leadership incorporates transformational leadership, which 
in turn, incorporates transactional leadership. 
Leadership includes the combined elements of direction setting, influence, 
context creation and relationship building across all levels within the 
organisation. Clearly a key element in leadership is the leadership-
followership relationship that was a focal point in this study. Leaders need to 
understand the impact of change on the individual as well as the journey 
employees go through during times of change. The level of skill displayed by 
leaders therefore underpins the quality of leadership. 
It is important to note that the results of the factor analysis referred to in Table 
9.3 suggested that further investigation into the competencies associated with 
transactional, transformational and transcendental leadership may be 
required.
13.5. Competency 
The major conclusions drawn in the chapter dealing with competency include: 
 Competence is built on competency, which in turn is built on capability; 
 Competency is determined by the requirements of the organisation; and 
 Competence is about the ability to demonstrate performance at the right 
level.
A number of questions raised by Brown and McCartney (2004:9) all indicate 
the inherent complexity in the understanding and articulation of human 
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capability and competence and are further evidence that much research is still 
needed in this field of knowledge. The questions are: 
 Can capability be free-standing or is it confined to something in particular? 
 How can capability be assessed when the experiences of the individual 
which lie behind behaviour (which is partially ordered unconsciously) are 
not visible? 
 Does the same capability (potential or content) express itself in different 
ways? In other words, if two managers do things differently from each 
other, does it mean that the capability expresses itself differently? 
 If a manager is capable in one function, does it mean that he or she will be 
capable in another function? 
 If a manager is capable in one function, does it mean that he or she will be 
capable in a higher-level function? 
This is clearly an area for further study. 
13.6. Leadership competence in times of change 
In combining the three major areas, namely leadership, competence and 
change, the following conclusions were drawn: 
 The qualitative part of the field study revealed 10 competencies that are 
crucial in times of change and that these competencies are to be applied in 
different combinations for the different change types. 
 The quantitative part of the field study confirmed the importance of the 
competencies during times of change. 
 The literature review and the result of the interview process during the 
qualitative phase of the field study indicated that the different types of 
change demand different leadership approaches.  
 The respondents in the quantitative part of the field study were of the 
opinion, however, that all the competencies identified by the leaders in 
phase one are important during all types of change. There is therefore 
clearly a difference in opinion on whether the different change types call 
for different sets of competencies or whether all the competencies are 
important for all change types. 
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 In terms of rating the importance of the competencies by the managers 
and the employees during the second phase of the field study, there was 
no statistically significant difference between the two groups for ninety 
percent of the competencies. The research hypothesis is therefore 
accepted for one of the competencies, but rejected for nine of the 
competencies. This result seems to suggest that the ability to lead change 
depends on a limited, but vital range of competencies and not a wide 
range of skills as typically suggested by leadership theory. 
 In terms of the degree to which the managers are perceived to display the 
identified competencies, there was a statistically significant difference 
between the two groups in the case of fifty percent of the competencies. 
The research hypothesis could therefore be accepted only for fifty percent 
of the competencies. 
13.7. Possible areas for further research and limitations of the study
The contribution of this study can be found on at least two levels. In the first 
instance, the methodology and instruments used were proven to be useful in 
research on leadership and leadership competencies. Secondly, and arguably 
even more importantly, the results that also shows some departure from the 
mainstream literature opens up interesting possibilities for further research 
into the topic. 
The following areas are potential limitations within the study as well as areas 
where further research could be done outside of this study: 
 The study focused on the financial services industry. Further studies could 
be conducted in other industries in order to create comparisons and to 
gain a more comprehensive view of the South African manager’s abilities 
to lead people through change and uncertainty; 
 The field study only focused on the employee aspect of change 
management as the focus was on leading employees through change and 
uncertainty. Further studies that would incorporate other dimensions in the 
organisation such as the customers and production may reveal additional 
sets of competencies; 
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 Within the South African context the issue of differences in gender and 
race are pertinent points of discussion. Comparing views in terms of 
managerial ability between gender groups and between race groups may 
reveal a different set of results; 
 Comparing views across generational groups may also reveal important 
results; and 
 High percentages in both groups reported that they had not experienced 
the various change types even though the literature suggests that this 
sector has experienced quite a number of changes in the last few years. 
How people experience change and whether constant change eventually 
makes people oblivious to change may be another area for further study. 
13.8. Conclusion 
Although both the leaders who participated in the qualitative part of the study 
and the respondents in the quantitative part of the study rated all the 
competencies as important, it seems that there are two opposing views 
regarding the competencies: 
 Confirming the conclusions in the literature review, the leaders concluded 
that the different change types require different sets of competencies; 
while
 The managers and employees in the quantitative part of the study 
indicated that all ten competencies are important for all the different 
change types. 
From the results it is clear that all change types call for transcendental 
leadership competence, whether or not all the competencies are needed for 
all the change types or whether the different change types each need its own 
set of competencies. 
The conclusion was drawn earlier that transcendental leadership includes 
transformational leadership as well as transactional leadership. A leader in an 
organisation that operates in a constantly changing environment should 
therefore have the ability to apply transactional, transformational as well as 
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transcendental leadership approaches. In other words such a leader would 
need to have a combination of cognitive, emotional and spiritual intelligence. It 
is important to note that the results of this study strongly suggest that the 
application of both emotional and spiritual intelligence is needed across all 
four of the major change types. In reviewing the literature it was evident that 
research on the transcendental leadership approach has been very limited. 
Very few authors have explored and written on this approach. In the light of 
the results of this study, it is apparent that scholars of leadership should focus 
on and give more emphasis to the transcendental leader.  
There has however been a rising call to include spirituality in the workplace in 
recent times (Tischler, 1999:280). Up until very recently literature focusing in 
transformational leadership has concentrated on the individual, the group and 
the organisation, a step forward from a limited focus in leadership studies on 
initiating structure and consideration (Chakraborty & Chakraborty, 2004:203). 
The new era organisation is however calling for leaders who can transcend 
beyond self, consumerist business and divisive politics (ibid).
The transcendental leader leaps forward in the evolutionary journey towards a 
leadership approach that is concerned with the people themselves, and tries 
to contribute to their personal development. 
This has far reaching implications for organisations in terms of the approach 
taken when managers are trained and developed, or even at the point of 
recruitment. Clearly the organisation should look beyond cognitive intelligence 
and even emotional intelligence. The organisation that looks for leaders who 
can successfully lead people through change and uncertainty should now look 
for spiritual intelligence in addition to cognitive and emotional intelligence. 
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APPENDIX A   MANAGERS’ QUESTIONNAIRE   
PHASE 2: Quantitative study 
Questionnaire –Managers 
Section 1
This section collects information regarding the demographics of the respondents, and assists us 
in segmenting the information appropriately. Kindly complete this section by marking an X in the 
box next to the statement that you believe best describes you and your position in your current 
organisation. Please start off by writing your name and the name of the organisation that you are 
currently employed in. 
 Full Name: 
Organisation: 
Gender: Female  Male   
Race:  African   Coloured   
White   Indian    
Other       Please specify: 
Age  18 to 25   26 to 35  
  36 to 45   46 to 55  
  Above 55  
Your level in the organisation:   
  Senior Manager  Middle Manager    
Support staff   
Your highest level of qualification:   
  Std 8 or less/ Grade 10 or less  Matric / Grade 12   
  Graduate     Masters degree   
  Doctorate degree  
























































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































APPENDIX B  EMPLOYEES’ QUESTIONNAIRE 
PHASE 2: Quantitative study 
Questionnaire – Employees 
Section 1
This section collects information regarding the demographics of the respondents, and assists us 
in segmenting the information appropriately. Kindly complete this section by marking an X in the 
box next to the statement that you believe best describes you and your position in your current 
organisation. Please start off by writing your name and the name of the organisation that you are 
currently employed in. 
 Full Name: 
Organisation: 
Gender: Female  Male   
Race:  African   Coloured   
White   Indian    
Other       Please specify: 
Age  18 to 25   26 to 35  
  36 to 45   46 to 55  
  Above 55  
Your level in the organisation:   
  Senior Manager  Middle Manager    
Support staff   
Your highest level of qualification: 
   
  Std 8 or less/ Grade 10 or less  Matric / Grade 12   
  Graduate     Masters degree   
  Doctorate degree  

























































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































APPENDIX C  LETTER TO PARTICIPATING MANAGERS 
Dear Respondent 
Thank you for agreeing to take part in this survey.  This survey is the second 
phase of a two-phased study. The objective of the first phase was to find out 
what the competencies are that leaders need to take people through change 
and uncertainty. The objective of this phase is to find out how well South 
African leaders fare against those competencies. The outcome of this study 
will give organisations and managers an idea of where they should be 
focusing their development efforts. The reason why this study is so important 
is because we are living in a rapidly changing world. Leaders therefore must 
have the necessary competencies to lead people through the constant change 
and resultant uncertainties. 
When you, as a manager focus on those competencies and find out which 
ones you may need development in, you will place yourself in an 
advantageous position as a leader in tomorrow’s world. I therefore implore 
you to answer the questions as honestly as possible. As part of the study we 
will be asking employees to rate managers against the same competencies in 
order to ascertain what the differences in perceptions are. This would be of 
value to managers as they will be able to address the imbalanced perceptions 
if any. 
There are only ten competencies in the list. Completing the questionnaire will 
therefore take very little time out of your schedule.
Once again, thank you very much for taking part in the survey. I sincerely 
hope that the process of completing the questionnaire would be of assistance 
to you as you reflect on your own competencies and your development. Once 
you have completed the questionnaire, please e-mail it to me. I will analyse 
the total data received from your organisation and provide your organisation 
with one summarized report on the averages (across all respondents) 
obtained in this study. I will not be providing reports on individual responses, 
but once you have completed the questionnaire you will have your own record 
which you can compare against the averages. 





APPENDIX D   LETTER TO PARTICIPATING EMPLOYEES 
Dear Respondent 
Thank you for agreeing to take part in this survey.  This survey is the second 
phase of a two-phased study. The objective of the first phase was to find out 
what the competencies are that leaders need to take people through change 
and uncertainty. The objective of this phase is to find out how well South 
African leaders fare against those competencies. The outcome of this study 
will give organisations and managers an idea of where they should be 
focusing their development efforts. The reason why this study is so important 
is because we are living in a rapidly changing world. Leaders therefore must 
have the necessary competencies to lead people through the constant change 
and resultant uncertainties. 
Your participation in this survey is vital as you are a part of a group of people 
that will give us feedback on how well our managers fare against the 
competencies. Your feedback will give the organisation an indication of where 
its managers fall short and where further development is needed. I therefore 
implore you to answer the questions as honestly as possible. It is important 
that you remain objective in answering the questionnaire and look at your 
manager’s display of the competencies over a reasonable time. In other 
words, do not let one incident overshadow all other incidents creating the 
impression that the manager behaves in a certain way all the time.
There are only ten competencies in the list. Completing the questionnaire will 
therefore take very little time out of your schedule.  Once you have completed 
the questionnaire, please e-mail it to me. I will analyse the data and give your 
organisation one summarized report on the averages (across all respondents) 
obtained in this study. 
Once again, thank you very much for taking part in this very important survey. 
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